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ABSTRACT
The  purpose of  this explora tory  research was to invest igate 
the poss ib le  ex is tence  o f  cogn i t ive  d i s s o n a n c e  in the work ing  
e nv i ronm en t  of  a Las Vegas  Hotel /  Cas ino 's  Food and Beverage  
d e p a r tm e n t .  A c h ro n o lo g ic a l  and ev o lu t io n a ry  base  for  the 
c o n c e p t  o f  c o g n i t i v e  d i s s o n a n c e  w as  p ro v id e d  th ro u g h  an 
ex tens ive  but  pointed,  review of li terature.
As there does not appear to be any standard inst rument for 
m e a s u r i n g  c o g n i t i v e  d i s s o n a n c e  in a q u a n t i t a t i v e  sense ,  an 
a t tempt was made to uti lize a survey,  in two parts,  to determine 
the ex is tence  or absence  of  cognit ive dissonance.  The first part 
cons is ted  of  a ten factors  instrument,  p revious ly  adminis te red ,  to 
ident ify  managem en t  mispercep tions.  This inst rument  was felt to 
p rov ide  ins ight  into what  workers  w ant  from work com pared  to 
supervisor ' s  perceptions of  what  workers  want .  The  second part 
o f  the su rvey  cons i s te d  o f  a f o l l o w - u p  in te rv iew  in w h ich  
employees  were al lowed to give their opinions in their own words.
A long  with the l i te ra ture  rev iew and survey  result s ,  the 
study inc ludes  a discussion of  Dr. Gerald Goll 's  M anagem en t  By 
V a lues  cons t ruc t  which  was  used to assess  the o rgan iza t iona l  
e n v i ro n m e n t  of  the se lec ted  p roper ty .  R e c o m m e n d a t io n s  for 
future research in this area of  study are also provided.
I l l
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CHAPTER I 
INTRODUCTION
Cognit ive  d issonance  is a concept  taken from the f ield of  
soc ial  p sycho logy  that sugges ts  a s tate o f  d iscom for t  associa ted 
with  any  in c o n s i s t en cy  be tween  re le v an t  cogn i t ions  (Fes t inger ,  
1957).  Over  the years,  the concept  has been explored in relation 
to many fields. However,  there is little in the literature to indicate 
tha t  cogni t ive dissonance,  its causes and cures,  has been analyzed 
f rom the perspec tive  o f  the hospital i ty industry.
PURPOSE
The purpose of  this explora tory  research was to invest igate 
the  p o s s i b l e  e x i s t e n c e  o f  c o g n i t i v e  d i s s o n a n c e  w i th in  an
organizat ion  in the hospitali ty industry, gain insight into its cause,
and assess its impact  on employees.  In order to accomplish this, 
t he  r e s e a r c h  a t t e m p te d  to a s s e s s  bo th  the q u a l i ty  of  the
o rgan iza t iona l  env i ro n m en t  and m a nagem e n t ' s  r e sp o n s iv en ess  to 
the needs  o f  its employees .  The  ideology of  M anagem en t  by
Values was the primary basis for this assessment  and was used in 
an at tempt to localize and analyze  the cause.  A foundation for 
cogni t ive  d is sonance  was established through an ex tens ive review 
o f  the l i terature in order to unders tand the research that led to
1
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the p h e n o m e n o n  and the  r e l a t i o n s h ip  o f  the  c o n c e p t s  tha t  
f o l l o w e d .
RESEARCH OBJECTIVES 
C ons i s ten t  with the pu rpose  of  the r e sea rch ,  the re were 
three specif ic  object ives.
1. Provide a chronological  base for Festinger 's  theory of  Cognit ive
Dissonance and ensuing uses.
2. Determine if  cognit ive dissonance may be detected within an
organizat ion in the hospitali ty industry.
3. Provide a basis for future explorat ion of  the phenomenon in
the hospital i ty indus try .
HYPOTHESIS
This  research had one hypothes is ,  with two sub-hypotheses.  
H y p o t h e s i s :
Cognit ive dissonance,  as it is defined by this research, can be 
local ized and analyzed.
S u b - H y p o t h e s e s :
1. The Management By Values cons truct  is an effect ive tool
for  local izing and analyzing cogni t ive dissonance.
2. The ten factors instrument is a feasible means of
de termining the existence of  cogni t ive dissonance.
METHODOLOGY
An ex tens ive ,  bu t  po in ted ,  r e v ie w  o f  the l i te ra tu re  was 
conduc ted  into the phen o m en o n  of  cogn i t ive  d i s sonance  in an 
a t t e m p t  to s y n th e s iz e  m any  and d iv e r s e  c o n c e p t s  in to  one
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cohe re n t  whole.  This  rev iew is p resen ted  in C hap te r  II in a 
ch rono logy  in order  to sugges t  how the concep t  deve loped  and 
how its evolution has continued.  The  concept  of  M anagem en t  by 
Values (MBV) is discussed in some detail as it has been utilized as 
a basis  for ana lyz ing  the qual i ty  o f  an o rg an iz a t io n ’s w ork ing  
e n v i r o n m e n t .
O n e  s u rv e y ,  c o n s i s t i n g  o f  tw o  s e p a ra t e  bu t  r e l a t e d  
ins t rum en ts ,  was  conduc ted  in order  to de te rm ine  the level  of
c o n s i s t e n c y  w i th i n  the s u b je c t  o r g a n i z a t i o n  b e t w e e n  the 
organiza t ion 's  normat ive  operat ing procedures  and the mission of 
the  o rg a n iz a t io n ;  the m iss ion  is c o n s id e r e d  to in c lu d e  the 
organ izat ion 's  values and its tangible goals.  The  survey was also 
in tended to di scover the degree of  respons iveness  of  management  
to the needs of  the employees.
T h e  first in s trument was a repeat  o f  a ins trument that has 
b e e n  a d m i n i s t e r e d  w i th  i n c r e a s i n g  f r e q u e n c y  w i th i n  the 
h o s p i t a l i t y  i n d u s t r y .  T he  i n s t r u m e n t  p r o v i d e d  a m o r e
quant i ta t ive  assessment of  what  workers  real ly want out of  their
w o rk  c o m p a re d  to superv i so rs '  p e r c e p t io n s  o f  w h a t  w o rk e r s  
would say they wanted.  The second  instrument  was a quali tat ive 
fo l low-up  in te rv iew to the first in which workers  were  provided
an oppor tun i ty  to express  their  own percep t ions  in their  own 
words.  The  inten t  was to de te rmine if a cons is tency  in at t i tude 
and  pe rce p t io n  ex is ted  be tw een  the tw o  separa te  but  re la ted  
m e t h o d s .
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LIM ITA TIO NS
This research was constrained by the fol lowing limitat ions;
P rec ise  re sponses  to the 27 in te rv iew s  conduc ted  for  the 
study are no t  presented  due to the unexpected  sensi t ive nature of 
va r io u s  re sponses .  T h ey  w e re  m ade  ava i lab le  for  c o m m it tee  
rev iew at the oral examinat ion  but are not inc luded in this report 
o f  the research.
DELIMITATIONS
There were  four del imitat ions  of  the present  study.
1. Although it is bel ieved that cognit ive dissonance could be 
p resen t  in en ti re o rgan iza t ions ,  this s tudy focused  only on the 
F o o d  and Beverage  opera t ions  of  one pa r t i cu la r  e s tab l i shm en t .  
Given  the magnitude  and t ime  constrain ts  of  the project ,  it was 
fel t to be beyond the scope of  the immedia te study.
2. To  insure the com pat ib i l i ty  of  r e sponden t  results ,  the 
s tudy has fo l lowed the m e thodo logy  original ly  used by Kovach 
and Goll in tabulat ing the responses  of the ten factors instrument.
3. The  scope  o f  the study was  nar row ed  by us ing  the 
M anagem ent  By Values (MBV) model  as an analytical tool. This 
p r e s e n t s  the p o s s ib le  r isk  of  a b ia s,  ho w ev e r ,  due  to the 
e x p l o ra to r y  na tu re  o f  the s tudy ,  it was not  c o n s id e r e d  to 
con tam ina te  the f indings.
4. The survey process was limited to hourly employees  and 
superv iso rs  w ith in  the Food  and B everage  D e p a r tm e n t  at the 
Santa Fe Hotel in Las Vegas, Nevada.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
JUSTIFICATION 
The  hosp ita l i ty  indus t ry ,  be ing  labor  in tens ive ,  m us t  be 
more  responsive to the needs of  not only i t ’s customers,  but i t ’s 
em ployees ,  as well as i t ’s owners  and to the organizat ion i tself  
(Goll,  1992), Fes t inger  (1957)  stated that cognit ive d is sonance  
could  be an everyday  occur rence  and in 1971 Vare la  explored  
dissonance  producing situations in the work  place.  Both suggested 
that  d is sonance  creates tension that  should be reduced but Vare la 
took  it one step fur ther ,  o f f e r ing  that when  an e m p lo y e e  is 
a t t e m p t in g  to r e d u c e  th is  d i s s o n a n c e  p ro d u c in g  s t re ss ,  his  
p roduc t iv i ty  and m ora le  will  be lowered .  By re s p o n d in g  to 
employees '  needs,  managers  may be able to reduce the frequency 
and intensi ty of  the d is sonance  produced  in the work place and 
crea te a more  posi t ive opera t ional  environment.
DEFINITIONS
Several  te rms pecul ia r  to this s tudy are identif ied in o rder  to 
enhanc e  the reader ' s  unders tand ing :
Ambiva lence :  Simul taneous  at tract ion toward and repulsion
f rom an objec t ,  pe rson ,  or act ion.  U ncer ta in ty  as to which  
approach to fol low (Webster ,  1979).
Cognit ive: Of, relating to, or involving cognition; based on or
capable of  being reduced to empirical  factual knowledge (Webster ,  
1 9 7 9 ) .
Cogni t ive  Dis sonance:  The  concep t  proposes  tha t  people
a t tempt  to maintain cons istency  among their bel iefs,  at t i tudes and 
behaviors,  and a motivat ional  state cal led cognit ive di ssonance ,  is
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
produced  w henever  these three are in d isagreement .  Fest inger 's  
(1957)  research  sugges ted  that behav io r  incons i s t en t  with one's 
beliefs will often bring about modificat ion of  those beliefs.
Concept:  "A concept  is an abstraction from observed events;
it is a word that represents  the similarities  or com m on aspects of  
object s  or  events  that are o therwise  qu it e  d i f fe re n t  f rom one 
another.  The purpose of  a concept  is to s impl ify th inking by
inc luding a number  of  events  under  one general  heading"  (Ary,
Jacobs and Razavieh,  1972, p. 26)
Cons t ruc t :  H ig h e r  level  abs t rac t ions  are re fe r r ed  to as
constructs.  Constructs  are created by combin ing  concepts  and less 
complex construc ts  in purposeful  pat terns.  Cons tructs  are created 
in order  to sum m ar ize  observa tions  and to p rov ide  explanat ions
and are useful in building theory.  They are used to account  for
observed regulari ties and relat ionships.  (Ary et al, 1972)
Dissonance:  Lack of  agreement;  inconsi stency  between the
beliefs  one holds  or  be tween one's  ac t ions  and one ' s  bel iefs;
discord (Webster ,  1979).
Formal organizat ion: "A system of consciously coordinated
activit ies  or forces of  two or more persons."  (Barnard ,  1938, p.
7 3 )
Informal organization:  The  aggregate of  the personal  contact
and interact ions that occur within a formal organizat ion.  Informal 
groups  and the informal  organiza t ion  tend to be indefin i te  and
rather  s tructureless with no def ini te  subdivision (Barnard ,  1938).
M anagem en t  by Values: A methodology  that an employer
may use to de termine  the quali ty of  the env i ronm ent  within the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
o rg a n iz a t io n .  It is an a p p ro a c h  fo r  d e v e lo p in g  c o n s i s te n cy  
th ro u g h o u t  the organizat ion as a basis  for  c la r ify ing  ind iv idual  
b e h a v i o r s  c o n s i s t e n t  w ith  the  o r g a n i z a t i o n ' s  v a l u e s ,  thus  
e n h a n c in g  p e r s o n a l  s a t i s fac t ion  and p r o d u c t i v i t y  as well  as 
organizat iona l  stability (Goll,  1990).
Organiza t ional  Environment (OE): The environment in which
em ployees  and managers  interact to supply goods  and services to 
guests .  The quality of this environment is direct ly affected by the 
cons istency of  values, norms,  and goals (Goll,  1990).
T heo ry :  A theory  is def ined  as "a set  o f  in ter re la ted
cons truc ts  (concepts ) ,  defini t ions,  and proposit ions  that presents  a 
s y s tem a t ic  v iew of  phenom ena  by s p e c i fy in g  re la t ions  am ong  
v a r ia b le s ,  with the pu rpose  of  ex p la in in g  and p red ic t ing  the 
phenom ena"  (Kirl inger,  1973, p. 9). "Theories  knit together the 
r e s u l t s  o f  o b s e rv a t io n s ,  e n a b l in g  s c ie n t i s t s  to m a ke  genera l  
s ta tements  about  var iables and the re la t ionships  among variables" 
(Ary,  et al, 1972, p. 14).
SUMMARY
This  chap te r  has d iscussed  the p u rp o s e  of  the study,  its 
ob je c t ive s ,  and has  stated the hy p o th e s i s  and sub-hypo theses .  
The  methodo logy  of  the current  s tudy was  presented along with 
i t ’s l imitat ions  and delimitat ions.  This chap te r  also discussed the 
s tu d y ' s  j u s t i f i c a t i o n ,  and te rm s  p e c u l i a r  to this  s tudy  w ere  
p resen ted  for  reference.
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CHAPTER II
LITERATURE REVIEW 
INTRODUCTION
A l i t e r a t u r e  r e v ie w  o f  the  c o n c e p t s  p r e c e d i n g  and 
succeed ing  cogni t ive d is sonance  has resulted in a basis  for  first,  
iden ti fy ing  causes  and second,  re so lv ing  these causes  with in  the 
h o s p i t a l i t y  in dus t ry .  In be ing  c red i ted  with o r ig ina t ing  the 
concept ,  Leon Fes t inger  clar if ied and synthesized the f indings  of  
those  d ea l in g  in this  a rea  w ho  preceded  him. Those  who  
succeeded  Festinger,  took his synthes is  as a basis for  cont inuing 
the evolution.  A com prehens ive  explorat ion of  this evolu tion  is 
presented  as a chronology.  It should be recognized,  however,  that 
la te r  theor is ts  buil t  upon those  tha t  preceded them, crea t ing  a 
cum u la t iv e  effect .  This  ch rono logy  is presen ted in Table  2-1 
which essential ly provides an outl ine of  this chapter .  It may be 
no ted tha t  the grea tes t  concen t ra t ion  of  effort  was in the early 
1 95 0 ’s through the m id -1 9 6 0 ’s.
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Table 2-1: Chronological  listing of  theorists discussed.
T h e o r i s t s  Y e a r  C oncep t
Marx,  Karl 1848
Taylor, F. 1 9 1 1
Mayo, Elton 1923
Barnard,  Chester  1938
Maslow, A. 1943
Lecky ,  Prescot t  1945
Le win, Kurt 1952
Drucker,  Pete r  1955
Selye, Hans 1956
Argyris ,  Chris 1957
Festinger,  Leon 1957
Herzberg,  F  1959
McGregor,  D. 1960
Kahn,  Robert 1964
Rotter , Jul ian 1966
Alderfer,  C.P. 1971
Yankelovich & 1983
î m m e r w a h r
Goll, Gerald 1990
C om m unis t  Man ifes to  
Scienti f ic  M anagem en t  
Industr ial  H um an  Rela t ions  
A ccep tance  theory  
Hierarchy of  Needs  
S e l f -Cons is tency  theory 
Force Field theory 
M anagem ent  by Objec t ives  
Eustress and Distress 
I n c o n g r u e n c y  
Cognit ive Dissonance 
M ot iva t ion -H yg iene  Concep t  
Theory X and Theory Y 
Role Ambigui ty 
Locus of  Control 
F r u s t r a t i o n - R e g r e s s i o n  
Discret ionary Ef for t
M anagem en t  by Values
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
10
C o m m u n is t  Manifes to  
Karl Marx (1893) in his Comm unis t  Manifes to  provided the 
f i r s t  soc io log ica l  a s s e s s m e n t  of  the im pac t  o f  the indus tr ia l  
revo lu t ion  upon the worker .  He spoke of  the al ienated  labor 
u n d e r  c a p i t a l i s m  w h e r e  w o rk  was  c o m p e l l e d  r a th e r  than 
spon taneous  and crea t ive ;  w orke rs  had li tt le cont ro l  over their  
w o rk  p roces s  and w e re  no  longe r  ab le  to iden t i fy  with  the 
f inished  produc t  o f  the ir  product ion.  The worker  h im se lf  became 
a commodity  in the labor market  under capital ism.
Marx saw the worker  as having lost a sense of  sat isfaction, 
se lf -de te rminat ion and self-v/orth.  As a result ,  he envisioned  a
c lass  s trugg le  deve lo p in g  be tw een  the b ou rgeo is i e  ( the ow ners  
and managers  of  product ion and means) ,  and the pro le ta ria t  ( the 
class  o f  w age  laborers  who,  having no means of  product ion  of  
the ir  own, were reduced  to sel l ing their  labor-power  in order to 
live)  he wrote that ". . . the work of  the proletarians has lost all 
ind ividua l  charac te r  . . .  he has becom e an a p penda ge  of  the 
mach ine. "  The  worker  becam e an "economic cog" on someone 
else's wheel  of  production (Goll,  1990).
Marx  professed  tha t  for  society to advance,  the proletariat  
must  take over the means of  production and f ight  for  the control 
of  the economic processes of  society. Marx viewed this inevitable 
uprising as the conclusion of  the human struggle for  freedom and 
the creation of  a classless society.  This  initial assessment  may be 
cons ide red  to p rov ide  a bas is  for  all that was  to fo l low in 
m a n a g e m e n t  theory .
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Scienti f ic  M anagem en t  
Fredrick W. Tay lor  (1911) conducted  a series o f  s tudies in 
the  s tee l  i n d u s t r y  and  d e v i s e d  a s y s t e m  o f  " s c i e n t i f i c  
m a n a g e m e n t"  w h e re b y  observa t ion ,  m e a su re m e n t ,  c l a s s i f i c a t ion ,  
and the principles derived  from these empirica l  s tudies should be 
applied to most ,  i f  not all, managerial  problems.  This  scientific 
m anagem en t  system was of  an economic  nature,  t reat ing workers 
as an instrument  of  production,  subject  to the same economic  laws 
o f  supp ly  and  d e m a n d  as raw  m ate r ia l s  and f in i shed  goods.  
Tay lor  used t ime and motion  studies to analyze  jobs  by breaking 
them down into the ir  lowest  com ponen ts  and then t iming each 
m ovem en t .  T ay lo r  was  seek ing  the m os t  e f f ic ien t  means  of  
p roduc t ion  and he a t tem p ted  to do  it s c ien t i f i ca l ly ,  show ing  
analysis  of  both individual  tasks and the organiza t ion of  a factory 
as a w h o le .  H e  s ta ted  tha t  th is  s y s t e m  w o u ld  in c re a s e  
productivi ty,  and by putt ing forward his analysis  as the basis for 
wages whereby  workers would receive  a "fair days pay for  a fair 
days  work,"  it would  reduce  the potential  for  d ispute s  between 
labor and management.  However ,  his individual is t ic  approach did 
not  cons ider  how workers  might  be encouraged  to w ork  toge ther  
more effect ively.  He vir tual ly ignored any and all psychological  
fac to rs  of  w ork  with  all in cen t ives  based  upon ana lys i s  and 
econom ic  reward .  Tay lor  sought  the most  e f f ic ient  methods  of  
production and he did so scientifically.  In applying his principles, 
m a n a g e m e n t  re in fo rced  the percep tions  of  Marx ,  e x p re s s e d  50 
years earl ier .
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Indus tr ial  Human Relat ions
Elton M ayo,  perhaps  best known for  the "Hawthorne  effect," 
p rece d ed  his  w ork  at the H aw tho rne  P lan t  with  a p ro jec t  at 
Philadelphia Text i le  Mills.  The object ive of  this 1923 study was to 
devise methods  for  reducing high labor turnover.  At the t ime of 
the study ,  M ayo  was in collaborat ion  with the Graduate  Medical  
School o f  the Universi ty of  Pennsylvania which had placed a small 
d ispensary  in the plant  operated by a nurse w ho  was not  only 
q ua l i f i ed  in g iv ing  medica l  adv ice  but  was a lso  an "exper t  
interviewer."  The  nurse played a key role in the research as she 
served as a "confidant" for mill employees.  During the year long 
exper im en t ,  m ora le  and productiv i ty  inc reased  to the ir  highest  
leve ls ,  e m p lo y e e  a t t i tudes  im proved ,  and labor  t u rn o v e r  was 
great ly reduced  (Mayo,  1933).
O nce  com ple ted ,  M ayo  turned his at tention to a projec t  at 
the  W es te rn  E lec tr ic  C om pa ny  at its H aw th o rn e  W orks  plant  
outside Chicago.  Richard  Roethl isberger ,  one of  Mayo 's  graduate 
students ,  has wr i t ten extensively  about  those days.  In his 1941 
book M a n a g e m e n t  and M o r a l e . R o e th l i s b e rg e r  ex p la in e d  how 
var ious  w ork  condi t ions  were al tered and productiv i ty  moni tored  
to d e t e r m i n e  th e  r e l a t i o n s h i p  b e t w e e n  c o n d i t i o n s  and  
p r o d u c t i v i t y .  D u r i n g  the s tu d y ,  the  r e s e a r c h e r s  fo u n d  
p r o d u c t i v i t y  to be p o s i t i v e ly  e f f e c t e d  w i th  a l t e r a t i o n s  in 
condit ions .  In an explanation  for  the rela t ionship ,  Roe th lisberger  
reported that "in the very process of  sett ing the condit ions  for the 
t e s t -— a so ca l led  'contro l led '  expe r im en t - - -  the expe r im en te r s  
had  c o m p l e t e l y  a l t e r e d  the so c ia l  s i t u a t i o n "  (p.  14-15) .
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R oeth l i sberger  conc luded  that  the en l igh tenm en t  that cam e from 
M ayo 's  research  was the im por tance  of  em p loyee  at t i tudes and 
s e n t im e n t s .  M a n y  t imes  w h a t  w o rk e r s  r e a l ly  w a n t  is an 
oppor tuni ty  to talk about  their t roubles to a sympathe ti c  l istener 
as was found dur ing the earl ier  study in Philadelphia.  This  effect  
o f  i m p r o v i n g  p ro d u c t i v i t y  s im ply  by be ing  ch o s en  fo r  an 
ex p e r im en t  as opposed  to a change  in the work  env i ronm en t ,  
cam e  to be known as the "Spotl ight  effect"  or  the "Hawthorne  
effect ." Result ing  from this exper iment ,  increased at tention was 
paid to tha t  of  humans  themselves,  as this marked the beginning 
of  the systematic study of  industrial  relat ions.
M ay o ' s  r e s e a r c h e r s  also  paid a t ten t ion  to the  in form al  
g roups  tha t  a r i se  with in  an o rgan iza t ion .  Spec i f ica l ly ,  they 
becam e  in te res ted  in those groups  whose  norms and codes  of  
behavior were opposed to the technical and economic objectives of  
the  c o m p a n y  as a w ho le  (R o e th l i s b e rg e r ,  1941).  In 1968,  
Roeth li sberger  repor ted  that the researchers  had found two basic 
needs which w ere  often in confl ict .  On the one hand workers  
wanted to be liked and appreciated.  On the other,  they wanted to 
be independen t  and to express  their  ind iv idual i ty .  When  these 
needs  are out o f  balance,  the feel ings they manifest  may stifle 
coopera t ion.  The  informal organizat ion may provide a sett ing in 
which workers  may  be more wil l ing to coopera te.  It is in the 
in fo rm a l  se t t ing  tha t  a pe rson 's  needs  for  d e p e n d e n c e  and 
independence  may be brought into a working balance.
Erv ing  G of fm an  (1961)  later  d i scussed  this in te rms of  
p r im ary  and  seco n d a ry  ad jus tm en ts  as a m eans  o f  ba lanc ing
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f o r m a l  o r g a n iz a t i o n a l  r e q u i r e m e n t s  and in fo rm a l  a c t iv i t i e s .  
G o f f m a n  s u g g e s te d  tha t  w o rk e r s  w il l  e ngage  in s e c o n d a ry
adjus tments  ( informal groups)  as an escape  from the res tr ict ions 
posed by the primary adjustments to the formal organizat ion.
Marx ,  Tay lor,  and M ayo  con t r ibu ted  to p rov id ing  a base 
f rom which the study of  human relat ions could be exp lored.  It 
was  these three whose efforts  focused on the im por tance  o f  the 
h u m a n  w i th in  the w ork  e n v i ro n m e n t ,  a lbe i t  f rom  d i f f e re n t
perspect ives .  Specifical ly,  the f indings of  Mayo's  work  were so 
broad and far  reaching that he often has been referred to as the 
"Father of  the Behavioral School of  Though t"—  ju s t  as Taylor  has 
been referred to as the "Father of  Scientif ic Management."
Acceptance Theory of  Authority 
Ches te r  Barnard ,  a fo rm er  p res iden t  of  N ew  Je r sey  Bell 
T e l e p h o n e  C o m p a n y ,  found  M ayo 's  ini t ia l  f ind ings  a ppea l ing  
regard ing  the influence of  informal peer  associat ions that existed 
within formal  organ izat ions .  Rare  is the managem en t  textbook  
today  that does  not  re fe r  to Barnard ' s  "accep tance  theory  of  
au th o r i ty "  in w hich  w o rk e r s  wil l  fo l low  the  d i r e c t iv e s  of  
managem en t  when such direct ives make sense to them. At issue 
is on what basis is it determined that they make sense?
B a r n a r d  c o n c l u d e d  tha t  an e m p lo y e e  wil l  a c c e p t  a
c o m m u n ic a t io n  as au thor i ta t ive  only when  the fo l low ing  four
condi t ions  exist  s imul taneously:
1. he can and does understand the communication;
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2. a t the time o f  his decision  he bel ieves that it is not inconsistent
with the purpose of  the organization;
3. at the time o f  his decision, he bel ieves it to be compatible with
his personal  interest as a whole;  and
4. he is able mentally and physical ly to comply  with it (Barnard,
1 9 3 8 ) .
B a rn a rd  was  c o n s i s t e n t  w i th  M ay o  in his  no t ion  that  
in form al  o rganiza t ions  were natural  to and necessary  for  formal 
o rgan izat ions.  He observed  that  formal organ izat ions  grew from 
in fo rm a l  a s s o c ia t io n s  and tha t  they leg i t im ized  m a n ag em e n t ' s  
authority.  He took the stand that the management implicat ions  of 
the informal  organiza t ion  were evident .  M anagers  had to gain 
access  to an ind iv idua l 's  p syche  in order  to shape  at t i tudes.  
B a rna rd  held that  co m m u n ic a t io n  was needed to e nhanc e  the 
cons is tency  o f  the formal and in formal  which is necessary  to 
function in any organizat ion. Barnard stated that the culture of  an 
in formal group  could support  or  oppose the cu l tu re of  a formal 
o rganizat ion  and it appeared  to him that informal groups tended 
to be m ore  in con f l i c t  than in coopera t ion  with  the formal  
organization.  He placed the burden for stabil izing the social order 
on m anagement ' s  shoulders  and demanded  they work  on it daily 
b y  p e r s u a d i n g  e m p l o y e e s  to p r e f e r  c o o p e r a t i o n  o v e r  
conf ronta t ion .  Barnard stated that even though m anagem e n t  had 
an advantage ,  it still had to provide a system of  incentives that 
r ew arded  em ployees  f inancia l ly and psychological ly ,  for choosing 
the coopera t ion  al ternat ive.  The  social sciences at the t ime had 
not  p roduced  the theoret ical  foundation  or the research da ta  to
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p r o v id e  m a n a g e r s  with  a bas is  for  in f lu e n c in g  the  in fo rm al  
o rgan iz a t ion ,  how ever ,  and B a rn a rd ’s work r em a in ed  p r im ar i ly  
th e o re t i c a l .
Hierarchy of  Needs 
A b r a h a m  M a s l o w  ( 1 9 4 3 )  q u e s t i o n e d  th e  t r a d i t i o n a l  
a s sum pt ion  tha t  pain avo idance  and tens ion  red u c t io n  are the 
m a jo r  s o u rce s  of  m o t iv a t io n  fo r  man.  He c o n c l u d e d  tha t  
unfu lf i l l ed  needs  mot iva te  a person  toward fu lf i l lment of  those  
needs.  In suppor t  of  this, he proposed a hierarchy of  f ive needs 
com m o n ly  referred to as lower and upper-level;  low er  cons is t ing  
o f  physio logical  and safety/  security needs, and upper  of  social , 
se lf -es teem and sel f-ac tual izat ion.  Mas low held that the lower-  
level needs take priori ty over the higher ones, as they mus t  be 
sat isf ied first.  When lower- level needs are sat isf ied, there is a 
progress ion  to the next  h ighe r  and more potent  levels  as the 
person is motivated toward their  grat ification. Mas low stated that 
only when all of  the lower-level  needs are at least partly grat ified 
cou ld  an ind iv idua l  beg in  to ex p e r i e n c e  the needs  o f  self-  
actual iza t ion .  M as low  admitted that his thoughts  had not been 
tested or chal lenged,  thus he exhor ted social scientis ts  to do so 
and conduct  their own research.
S e l f -C o n s is te n c y  
P re s c o t t  Lecky  (1945)  was one  o f  the f irs t  to acc ep t  
M a s lo w ’s chal lenge .  He developed  a personali ty concep t  around 
the as sumption  of  the need for  sel f-consis tency .  He saw each
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personali ty as an organ ized  system in which every  idea is related
to every other  idea.
H u m a n  le a rn ing ,  a c c o rd in g  to Lecky ,  in v o lv e s  con f l i c t
b e tw e e n  the  o rg a n iz a t io n  o f  the ind iv idua l ' s  e x p e c ta t io n s  or
va lues  and new in fo rm a t io n .  In reso lv ing  this con f l i c t ,  an 
individual  tries to maintain consistency,  or a balance as implied in 
Barnard ' s  thinking.  In some cases,  the confl ic t ing or  inconsistent  
in formation  may  becom e  dis torted or ignored,  espec ia l ly  if  it is
threatening to one's concept  of  self. In other cases,  the individual 
may  ac t ively a t tempt to in tegrate the new in form ation  into his
exis t ing  knowledge .
Wc conceive of the mind or personality as an 
organization of ideas which are felt to be consistent with 
one another. Behavior expresses the effort to maintain the 
integrity and unity of the organization. The point is that 
all o f an individual's ideas are organized into a single
system, whose preservation is essential. In order to be 
immediately assimilated, the idea formed as the result of a 
new experience must be felt to be consistent with the ideas 
already present in the system. On the other hand, ideas 
whose inconsistency is recognized as the personality  
develops must be expelled from the system. There is thus a 
constant assimilation of new ideas and the expulsion of old 
ideas throughout life.
The nucleus of the system, around which the rest of 
the system revolves, is the individual's idea or conception
of himself. Any idea entering the system which is 
inconsistent with the individual's conception o f  himself 
cannot be assimilated but instead gives rise to an 
inconsistency which must be removed as promptly as
possible (p. 150).
Lecky stated that there is a constant  compulsion to unify the
sys tem o f  ideas  by which  w e  live. We seek exper iences  that
suppor t  our values and avoid,  resist or when necessary ,  forcibly
reject  those which are inconsistent .  If a person is unable to rid
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himself  of  these inconsistencies,  psychological  problems will arise. 
The  only way to remove the problem is to get  the individual to 
real ize the nature of  the inconsistency.  Only then can he make the 
problem his own, and only then can he try to alter his system in 
such a way that consistency is restored.
Force Field Theory 
Lewin's  (1952) "field theory" is one of several approaches to 
unders tanding  human behavior and experience.  Lewin stated that
if  one could fully unders tand an individual 's  "si tuat ion" (in the 
broades t  meaning  of  the te rm)  one  would fully unders tand  his 
be h a v io r .  W h e re a s  L ecky  was  c o n c e rn e d  so le ly  with  the
ind iv idua l ,  Lewin  speaks  o f  a "field" or  "life space"  of  the 
individual ,  consist ing of  not only the person but the psychological  
environment as it exists for him. Field theory then is "a method of 
analyzing  causal  relations and of  building scientific constructs" (p. 
45). Lewin  int roduced the notion of  "force" which characterizes,  
for  a given point  of the life space, the direction and strength of the 
tendency to change one's behavior .  He summed up the relat ion 
between force and behavior,
Whenever a resultant force (different from zero) exists, 
there is cither a locomotion in the direction of that force 
or a change in cognitive structure equivalent to this
locomotion. The reverse also holds; whenever a locomotion 
or change of structure exists, resultant forces exist in that 
direction (p. 256).
L ew in  su g g es ted  tha t  a pos i t ive  fo rce  wil l  c au s e  an
individual  to change  his behavior  in the direct ion of  tha t  force,
whereas  a negat ive force will  repel one away from it. Lewin
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fu r ther  sugges ted  tha t  a person 's  behav io r  is d i r ec ted  by the 
envi ronmenta l  forces that ar ise from striving for  objects  that will 
satisfy a need or an intention (act of  will). He concluded that any 
given force is determined by the state of  the person,  the nature of  
the env i ronm en t ,  and the p e rson ’s pos i t ion in the env i ronm ent .  
When  a person wants to satisfy a need,  he is compelled to satisfy 
it. This  compulsion causes inner tension,  thus, the movement  is in 
a d i rec t ion  to sa t i s fy  it. This  is con s i s t e n t  w i th  M as low 's
c o n c lu s io n  tha t  u n fu l f i l l ed  needs  m o t iv a t e  a p e r s o n  tow ard
fu l f i l lm e n t .
Using  the bas ic force  concep t  of  his f ield theory ,  Lewin 
addressed  group  behav ior  in terms of  at t i tude change .  He was 
interested in observing the forces act ing upon the group  and, like 
B a rn a rd ,  was  in t e re s t e d  in the i ssue  of  c o m m i t m e n t .  His
e x p e r i m e n t s  c o n c l u s i v e l y  s h o w e d  th a t  i n d i v i d u a l s  w h o
pa r t i c ip a ted  in g roup  d i scu ss io n s  show ed  c o n s id e ra b ly  g rea ter  
e f fec t iveness  for  last ing at t i tude and behav ior  change  than those 
who were lectured (Lewin,  1952).
Dur ing  these  group decision studies,  Lewin  observed  that  
the process by which group members  at t i tudes are changed in a 
more or less permanent  way could be described in 3 steps:
1. The old at titude is "unfrozen."
2. The person is "moved" to a new attitude level.
3. The new attitude is "frozen."
Lew in  m a in ta in e d  tha t  g roup  dec i s ion  p ro v id e d  a l ink 
be tween  mot iva t ion  and act ion.  When one  m akes  a relat ively 
small behavioral  com mitment  during a group decision ,  it serves to
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"freeze"  tha t  dec i s ion  and link it to more  concre te  behaviora l  
changes  later.  T h e  indiv idua l  w ho  has com m it ted  h im se l f  as a 
m em ber  of  the group shows a tendency  to "stick to his decision" 
down the line.
M anagem en t  by Objec t ives
In 1954 P e te r  D rucker  co ined  the phrase  M an ag em en t  by
Objec t ives  (M B O ) .  D rucker  s tated that any bus iness  en terpri se
must  build a true team by welding individual  efforts  to cont r ibute  
to one  co m m o n  goal .  Business  per fo rm ance  there fore requires  
each  j o b  to be d i rec ted  toward  the ob jec t ive s  of  the whole
bus iness  and in part icular ,  each manager 's  jo b  must  be focused on
the success o f  the whole.  Drucker  admitted  that M BO requires 
m a jo r  e f for t  but  i f  these requ i rem en ts  are not  met,  in s te ad  of
team work,  there is fr ict ion,  frustration and conf l ict  as Barnard
had prev ious ly  discovered .
D rucker  s tated that every manager  from the top down needs 
c lear ly  spe l l ed -ou t  objec t ives  which should  a lways  der ive  from 
the goals  of  the business enterprise.  To obtain balanced efforts ,
all ob ject ives  should  a lways  contain  "both the tangible  business  
object ives  and the intangible object ives for m anager  organizat ion 
and d e v e lo p m e n t ,  w orke r  pe r fo rm a n ce  and at t i tude and public 
respons ib i l i ty .  Any th ing  else is shorts ighted and imprac tica l"  (p.
127 ) .
Drucker  cont inued  by stat ing that M BO's  greatest  advantage  
is that it a l lows m anagers  to cont rol  their  own per fo rm ance  as 
self-control  means  stronger motivat ion and a desire to do the best
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ra ther  than ju s t  enough to get by. In addit ion,  it means  higher 
perfo rmance  goals  and a broader vision.  Drucker 's  thinking was 
ce r ta in ly  cons is ten t  with the prevai l ing  line o f  thought in the 
m a n a g e m e n t  o f  p e o p le  tha t  was  be ing  e s p o u s e d  by social  
p s y c h o lo g i s t s ,  bu t  was  r ev o lu t io n a ry  in t e rm s  o f  t r ad i t iona l  
m a n a g e m e n t  th ink ing .
S t r e s s
H ans  S e lye  (1956)  was in te res ted in the phenom enon  of 
s tress  and c o n c lu d e d  that the gener ic  te rm "stress"  was so 
o ve r ra ted  to r e n d e r  it m ean ing le ss  and s ta ted  that the te rm 
"s t ressor"  was m ore  appropr ia te .  He p roposed  the fo l lowing  
cau se -an d -e f fe c t  r e la t ionsh ip  between the two events :  when  an 
ind iv idual  encoun te rs  a s tressor,  the resul t ing  fee l ing is s tress.  
Selye held that man's  most  important  s tressors are emotional .
Selye  repor ted  that s tress is essen ti al ly  the "rate of  wear  
and tear  on the body"  (p. 1). He con t inued  to deve lop  the 
def in i t ion  unti l he conc lus ive ly  descr ibed  s tress  as "the n o n ­
specific response of  the body to any demand,  whether it is caused 
by, or results in, pleasant  or unpleasant conditions" (p. 74). Selye 
proc la imed two forms of  stress, one being posit ive and the other 
negat ive and he ins isted upon the need to somehow differentiate  
the two.  His dist inct ions were; "the unpleasant  or harmful variety, 
ca l led  'distress '  ( from the Latin d i s  = bad,  as in d is sonance ,  
d isag reem en t ) ,  and 'eus tress '  ( from the Greed  eu  = good,  as in 
euphonia,  euphoria) ,  the positive form" (p. 74).
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F r o m  a m e d ica l  s t a n d p o in t ,  d u r in g  both  d i s t r e s s  and 
e u s t r e s s  the body  u n d e rg o e s  s im i la r  n o n - s p e c i f i c  r e s p o n s e s .  
Eus tress  however ,  is found to cause  much less physical  damage  
than distress which indicates that there is a difference in how one 
p e r c e iv e s  the  s t re sso r .  Se lye  s u g g e s t e d  tha t  p e o p le  are 
" cond i t ioned  or p red isposed  to reac t  in a ce rt a in  way  when 
m e e t ing  the s tressors  o f  da i ly  l i fe" (p. 370).  S om e  peop le  
in terpret  env i ronm enta l  dem ands  as threa tening  while  others find 
them chal leng ing .  Though there may be numerous  reasons  for  
this percep t ion ,  personali ty  factors  seem to play an im por tan t  
p a r t .
I n c o n g r u e n c y
Chris  Argyr is  (1957) sugges ted  that the expectat ions o f  the 
typical  o rgan iza t ion  are inco n g ru e n t  with expec ta t ions  workers  
have  for  the o rganiza t ion  and themse lves .  This  incongruency  
leads to dissat isfact ion which may cause the employee  to al ter  his 
need  s t ruc tu re  in te rms of  the am oun t  and degree  of  needs 
e x p r e s s e d  in the w ork  e n v i r o n m e n t ,  thus  d e c r e a s i n g  the 
frustration and confl ict  felt when those needs go unfulf illed.
The  f r am e w ork  for  A rgyr is '  i n c ongrue ncy  conce p t  began 
with the a ssumpt ion  that organiza t ional  behav io r  develops  from 
the in te rac t ion  of  the individua l  and the formal o rganiza t ion .  
A f t e r  a n a l y s i s ,  he c o n c l u d e d  tha t  th e re  is an i n h e r e n t  
in c o n g ru e n cy  be tween  the se lf -ac tua l iza t ion  of  the two.  This  
incongruency  creates a s ituation of  confl ict ,  f rustration and fai lure 
for the part icipants .  This fol lows the line of  thinking introduced
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by M ayo ,  Barna rd  and G of fm an .  A rgyr is  sugges ted  tha t  an 
em ployee  will expe ri ence  conf l ict  to the extent  tha t  the dem ands  
m ade  on him by the formal organ izat ion are incongruen t  to his 
needs. As the incongruency increases,  the em ployee  will find that 
fu lf i l l ing  his needs  f rustrates fu lf i l l ing his formal  organizat iona l  
requirements.  Argyris  s tated that an individual  may adapt  in any 
num ber  o f  ways:
1. The  employee  can leave the conflict situation temporarily
or pe rm anen t ly .
2. The  employee  can decrease the psychological importance
of ei ther  the organizat ional  or individual factors,  or;
3. The  employee may choose  to remain in conflict which
will lead to increased tension turning to frustration.
The em ployee  may then adapt to this frustrat ion by:
a. becoming less mature and less efficient,
b. giving up and leaving the situation,
c. becoming aggressive and hostile and perhaps even
attacking what  is frustrating him. He will also 
develop a tendency to blame others. And,
d. doing nothing which leaves the worker 's  frustration
in tact. This choice leads to still more tension.
Argyr is  was  also concerned  with in formal  group  behav io r  
and, like M ayo  and Barnard ,  felt  that the informal organ izat ion 
could  help decrease  the basic causes  of  confl ict ,  f rustrat ion and 
failure.  Argyris  stated that being part of  an informal group could 
help the individual:
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1. decrease his feel ing of  dependence ,  submissiveness,
subord ina t ion  and pass iv i ty  toward m anagem en t ,
2. increase  his ability to find opportunities to be self-
r e s p o n s i b l e ,
3. express his pent-up feel ings caused by the formal
organ izat ion ;  and,
4. crea te his own informal world having it's own values and
c u l t u r e .
T h i s  wor ld  can be used  as a p sycho log ica l  she l te r  to 
m a in t a i n  s ta b i l i t y  w h i le  c o n t in u a l l y  a d a p t in g  to the fo rm a l  
organiza t ion .  The informal world  can also great ly in f luence  the
fo rm al  organ iza t ion .
Argyr is '  cont inual  work resul ted in his s tat ing in 1962 that
th e  p s y c h o l o g i c a l l y  h e a l th y  in d i v id u a l  s t r iv e s  to be se l f -
r e s p o n s i b l e ,  s e l f -d i r e c te d ,  s e l f - m o t iv a t e d  and  a s p i r e s  to w a rd  
exce l lence  in p rob lem solving.  This  is not to say he w i l l  be 
p ro d u c t iv e  and crea t ive ,  however ,  it s imply  makes  an asser t ion  
abou t  his  capab i l i ty .  In o rde r  for  this to be ac tua l ized ,  the 
o rgan iza t ion  will  have to c rea te  an env i ronm en t  that encourages  
an exp re s s ion  of  ind iv idual  heal th .  In o rde r  to do this,  the
organizat ion  must  reduce  or el imina te  any incongruencies  present .
S u m m a r y
T h i s  has  been  a b r i e f  de s c r ip t io n  o f  a r e p r e s e n t a t iv e  
sampl ing  of  concepts  developed  leading to Fes t inger 's  in t roduction 
of  the phenom enon  of  cognit ive dissonance.
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Cognit ive Dissonance  
Leon Fest inger,  a social  psychologist ,  introduced the concept  
of  cognit ive  dissonance  in 1957. The  concept  proposed,  as Lecky 
d id ,  tha t  p eop le  a t tem pt  to m a in ta in  cons i s te ncy  a m ong  their
bel ie fs ,  at t i tudes  and behav iors ,  and a mot iva t iona l  s tate cal led
cogn i t ive  d is sonance ,  is p roduced  w henever  these three are in 
disagreement.  The terms "dissonance" and "consonance" refer  to 
re la t ionsh ips  w hich  ex is t  be tw een  pa irs  of  "elem en ts ."  These  
e l em en t s  re fe r  to what  has been cal led  cogni t ion ,  that  is, the 
th ings  a person  know s  about  himself ,  about  his behav ior ,  and
about his surroundings  (Fes t inger,  1957). These relat ions among  
c o g n i t i o n s  m a y  in c lu d e  r e l a t i o n s  a m o n g  o p in i o n s ,  b e l ie f s ,  
k n o w l e d g e  of  the env ironment,  or knowledge of  one's own act ions 
and feel ings.  Tw o opinions, beliefs, or thoughts are d issonant  with 
each other if they do not fit together,  if  they are inconsistent,  or, if 
one  does  not  fo l low f rom  the o ther  (Fes t inge r,  R iecken  and
Schachter ,  1956).  Dissonance  refers  to the incompatibi l i ty of  two 
statements,  which leads to a feel ing of  displeasure (Varela,  1971).
In his orig ina l  desc r ip t ion  of  the phenom enon ,  F es t inge r  
outl ined  three main si tuat ions which crea te dissonance;
1) a cho ice between opposing al ternat ives,
2) part icipation in behavior  that  would normally be avoided,  or
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3) exposure to information that conflicts  with previously held 
be l ie fs .
S tagner  (1956),  an author  on perception  and mot ivat ion  in 
industr ial  conflict,  stated that looking at the facts of  a s ituation to 
see w hen  conf l ic t  wil l  o ccu r  isn ' t  enough; we m u s t  see the 
situat ion through the eyes of  those in it; as Lewin suggested,  we 
m us t  look at one 's  "field."  Varela (1971)  exempli f i ed  this by 
stat ing that when a m e m ber  of  an organizat ion gets passed over 
fo r  a p rom ot ion  he th inks  he dese rved ,  he will  ex p e r i e n c e  
dissonance.  The  im por tan t  aspect  is not the man's actual f itness 
for  the job  but the fact that he saw himself as f i t  fo r  the jo b  . The 
fact  that  someone else was selected for the position was in direct 
confl ict  with his self-concept  and dissonance resulted. M a n y  
si tuations can create the feel ing of  dissonance in one's  life. The 
fo l lowing is not  an exhaus t ive  list but one that rep resen ts  the 
more  com m on  occur rences  o f  the phenomenon ,  and those  most  
w idely  exp lored .
1. Logical inconsistency and past experience.  Dissonance is
aroused when a friend says he'll call and then doesn' t;  or 
when we rely on an event  that never occurs (Festinger,
1 9 5 7 ) .
2. Dissonance will occur when a person strives to achieve a given
goal only to find the goal is of little value. Likewise,  if 
someone works hard for  a specific outcome but never 
achieves the end result ,  dissonance is aroused (Fes t inger and 
Aronson ,  1960).
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3. Discord will occur during disagreements with others. The
magnitude of  the d is sonance  will vary depending  upon how 
important  the issue is to the individual as well as with 
whom the argument  occurs (Fest inger and Aronson ,  1960).
4. Dissonance can similarly arise from cultural norms. For
example ,  it may be inappropriate to eat with one's hands at 
a formal diner party due  to social mores. This  behavior may 
be perfect ly acceptable in other cultures,  however  
(Fes t inger,  1957).
5. Dissonance may arise from forced public compliance.  There are
t imes when a group will force a person to comply  against his 
beliefs which will in turn force the person to change his 
behavior to bring it more in line with the group.  As Lewin 
earl ier  suggested with his "unfreezing- moving-  freezing" 
approach,  if an individual  makes a public s tatement  about  
an issue in which he does not believe, he will be motivated 
to change his private at titude in the direction of  the public 
s t a t e m e n t .
The  p h e n o m e n o n  o f  cogn i t ive  d i s s o n a n c e  may a l so  be 
applied to work situations.  Cognit ive d issonance may occur  when 
an individual  goes to a jo b  he does not enjoy,  and then once at 
that  jo b ,  he may feel  d is sonance  for  any n u m b e r  o f  reasons .  
Vare la  (1971)  stated that "many disputes  am ong  em ployees  can 
be traced back to arousal of  dissonance by management"  and "any 
decision,  including the one to quit,  involves dissonance ."  In his 
P s y c h o lo g ic a l  S o lu t i o n s  to Soc ia l  P ro b le m s  he exp lo red  the 
following ways in which dissonance can occur in the work place.
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1. Lack of  recognit ion for work done.  This  can happen when
someone takes great  pains to complete a task only to 
present  the finished product  and receive a negative 
response;  or  to find someone else receiving credit  for  a job 
well done.
2. Concern about  job  stability. This concern may arouse
d issonance ,  however,  this stability or instabili ty cannot  be 
de te rmined  object ively;  it is someth ing  that  is perce ived  by 
the individual  involved.  It is not induced by statements 
made by the organizat ion but rather  the employee ' s  
in te rpreta t ion o f  what  the organ izat ion does.
3. Nonmateria l izat ion  of  expected benefi ts  will create a feel ing of
discord.  This  can happen if a company  promises an end-of-  
the-year bonus and it never arrives.  The di ssonance here 
can be great  as it can effect everyone  in the organizat ion.
4. Salary Inequit ies.  This is a common problem and one that has
the potential to arouse dissonance in every employee  in the 
o r g a n iz a t i o n .
5. Derogation of  usefulness can also result in discord.  If a person
believes he is an important part of  the organizat ion (a bel ief  
held by everyone  to a greater  or lesser  degree)  and 
subsequently  hears someone in h igher  authori ty com m ent  
that his job  is unimportant,  a feel ing o f  dissonance will be 
a r o u s e d .
As has been seen,  the concept  of  cognit ive dis sonance  states 
tha t  when two or more cognit ive  e lements  are in an inconsistent  
r e l a t io n s h ip ,  d i s s o n a n c e  may be a roused .  The  c o n ce p t  then
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assumes  that  this inconsistency will result in tension or stress. In 
te rms of  Selye,  d issonance  may be cons idered  to be a s tressor 
result ing  in distress.  Dissonance further  assumes  that there is a 
need  for  in te rnal  cons is tency  am ong  behavior ,  at t i tudes ,  values 
and beliefs  and there  is a perce ived  pressure toward  uni formity  
of  these cognit ions with social real ity (Zimbardo,  1969).
Brehm and Cohen stated that how one acts is an extension of
his bel iefs  and values.  Atti tudes are typical ly in agreement with
one another;  in fact, when they aren' t in ag reement they tend to 
s tand  out  b ecause  they are an excep t ion  to what  is usually  
cons is ten t  behavior.  In terms of  Lecky,  the striving is for  self- 
c o n s i s t e n c y  and  it is a p p a r e n t  w hen  an i n c o n s i s t e n c y  is 
encounte red .  Thus ,  when the tension (or  s tressor)  of  cogni t ive  
d is sonance  is present ,  the str iving is to resolve it. The more
tension  the individual  feels, the more he will try to remove that
feel ing of  discord. Festinger and Aronson have taken this one step 
further  in s tat ing that cognit ive  di ssonance  is a motivat ional  state; 
it  is an uncom for tab le  and unpleasant  feel ing which im pels  the 
individual  to reduce  or avoid it. The s imul taneous  ex is tence of 
cogn i t ions ,  which  in one way or ano ther  do not fit toge ther  
(dissonance),  leads to efforts on the part of  the person to somehow 
m ake  them fit together  bet ter (di ssonance reduction).
How then may this inconsistency be reduced or el iminated? 
There  is lack of  agreement on this issue. Research shows there
are be tween three and f ive means  in which d is sonance  may be 
a l l e v i a t e d .
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As early as 1957 Fes t inger  s tated that such at tempts  may 
take any or all of  three forms:
1) The person may try to change one or  more of the beliefs,
opinions,  or behaviors involved in the dissonance.
2) He may try to acquire new information or beliefs that will
increase his exist ing consonance,  thus causing his total 
d issonance  to be reduced.
3) He may at tempt to forget  or  reduce the importance of  those
cognit ions that are in a dissonant  relationship.
If any of  these at tempts is to be successful,  however, it must 
be met with suppor t  from e i the r  the phys ical  or  the social  
e n v i ro n m e n t .  In the a b s e n c e  o f  such s uppor t ,  the m os t  
d e t e rm in e d  e f fo r t s  to reduce  d i s s o n a n c e  will be unsuccess fu l  
(Fest inger,  Riecken and Schachter ,  1956).
Z i m b a r d o  (1 9 6 9 )  i n c re a s e d  the n u m b e r  o f  r e d u c t io n  
methods  to five. He proposed that any effort to reduce dissonance 
will  be in the nature of  at tempts  to redefine the s i tua t ion by 
add ing  new cogni t ions  or m odi fy ing  exist ing  ones  which  will 
decrease the rat io of inconsistent  over consonant  cognit ions.  His 
f ive methods of  dissonance reduction are as follows,
1) an individual can enhance  the at tract iveness of  one cognit ion
relat ive to another,
2) he can seek social support  or information in favor of his
des ired cognit ion ,
3) he could deny or misperceive the situation,
4) he could decrease the importance of the decision or situation
involved.  Or finally.
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5) he could minimize the discrepancy between one's values and 
those of  another.
A third set o f  reduction  methods  was put forth in 1971 by 
V are la .  He m a in ta ined  four m e thods  of  reduc ing  d i s s o n an ce  
which include the fol lowing:
1) derogate the source of  the tension,
2) seek social support,
3) avoid the situation, or
4)  change ones' behavior.
Ell iot  Aronson (1980) pub lished  an article conce rn ing  se l f ­
justif icat ion in which he noted a common theme in all o f  the above 
r e d u c t io n  m e thods - - -  tha t  of  ra t iona l iza t ion .  The  arousa l  of  
d i s sonance  a lways  conta ins  personal  invo lvement ,  the re fo re ,  the 
reduct ion will involve some form o f  self- just if ication.
S u m m a r y
Fest inger used Lecky's self-consistency concept  as one of  his 
basic assumptions  and borrowed Lewin' s  unfreezing,  mov ing  and 
f reez ing  process in c rea t ing  his theory of  cogni t ive  d is sonance .  
The  concept  of  cogni t ive  d is sonance  stated that all humans  strive 
for  sel f -consistency and when something  that threatens that self- 
cons is tency  is encounte red ,  cogni t ive  d issonance  is exper ienced .  
A cco rd in g  to Fes t inge r ,  this may be an everyday  occur rence ,  
arousal  coming  from dec isions  made or opinions formed,  though 
the feel ing may pass within minutes.  Cognit ive d is sonance  is a 
motiva t ional  s tate—  humans  str ive to reduce the d issonance  and 
res tore the balance of  self. Festinger stated that if the dissonance
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is grea t  enough ,  reduct ion  may be d if f icu lt  and the re may be 
considerable t ime dur ing  which the person cont inues  to focus  on
the d ispar i ty  w i thou t  being able to reduce  it mate r ia l ly .  The 
im por tan t  po in t  is, how ever ,  that in the presence  of  d issonance  
one wil l  be able to observe  at tempts to reduce it, even  if the 
a t tem p ts  fai l ,  s y m p to m s  o f  p sy ch o lo g ica l  d i s c o m f o r t  wil l be 
apparen t  as long as the d is sonance  is grea t  enough (Fes t inger,  
1 9 5 7 ) .
M ot  i va t  i o n - H y g ie n e
P s y c h o l o g i s t  F r e d e r i c k  H e rz b e rg  (1 9 5 9 )  d e v e l o p e d  the 
M o t iv a t io n -H y g ie n e  conce p t  to answ er  the ques t ion  "what  do 
em p loyees  w an t  f rom their  jobs?"  When  responden ts  repor ted
feel ing pos i t ive about  their  jobs ,  they most  frequen t ly  descr ibed 
f ac to rs  r e la ted  to the ta sks  they p e r fo rm e d ;  to e v e n t s  that 
indicated they were successful in per forming their jobs  and to the 
p o s s ib i l i ty  o f  p ro fe s s io n a l  g rowth .  T h e s e  fac to rs  r e la te  to 
M as low 's  upper - leve l  needs  and are cons idered  to be int r ins ic,  
m o t iva t iona l  needs  p rov id ing  ei ther  j o b  sa t i s fac t ion  or  no job  
satisfaction and relate to a job 's  content.
W hen  nega t ive  feel ings were  repor ted  by the re sponden ts  
they w ere  not  associated  to the j o b  per  se, but with extr insic 
condi t ions  that surround the job .  Herzberg  refer red  to those as
hygiene  needs  which  inc lude  superv is ion,  in terpersona l  rela t ions ,  
phys ica l  w ork ing  condi t ions ,  salary, c o m p an y  policies ,  and job  
secur i ty .  T h e  h yg ie ne  fac to rs  p roduce  d i s s a t i s f a c t io n  or  no 
dissa t isfact ion and relate to Maslow's  lower-level  needs.
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As M aslow (1943) earl ie r  proposed ,  the lower -level  needs,  
or motiva t iona l  needs,  must  be at least min imally  sat isf ied before 
upper - leve l  needs  can be addressed .  Thus ,  m a n a g e m e n t  must  
c rea te  a j o b  env i ro n m en t  which  sa t isf ies  the ex t r ins ic ,  hygiene  
needs before the intr insic,  motivat ional  needs can be addressed.
Theory X and Theory Y
Douglas  M cG regor  (1960) recognized cont ras t ing views about  
peop le ' s  a t t i tudes  toward work  from which a m a n a g e m e n t  s tyle 
develops.  He labeled these views as Theory  X and Theory  Y. 
Theory  X is the traditional view that management must  direc t  and 
control  as the average  worker  has an inherent dislike of  work and 
m us t  be coe rced  or  even threa tened  into pe r form ing  adequa te ly .  
T heo ry  X fu r ther  holds that the average  w o rk e r  prefers  to be 
d irec ted ,  will  avoid  responsib i l i ty ,  has little ambit ion  and above 
all, seeks security.
M cG regor  stated that the Theory Y at t i tude toward  people 
was an in tegra t ion o f  individual  and organizat ional  goals  wherein 
the average  human being does not inherently disl ike work;  it may 
even  be a source  of  sa t i sfact ion .  Coerc ion  and the th rea t  of  
p un ishm e n t  are no t  the most  des irable or  sole means  of  get t ing 
people  to perform. The  Theory Y attitude further  held that people 
a re c a p a b le  o f  se lec t ing  the i r  own goals  and ac tu a l ly  seek 
responsibi l i ty;  not avoid it.
T h e s e  a s s u m p t io n s  a bou t  hum an  na tu re  invo lve  d i f fe r ing  
m anagem e n t  s trategies.  Theory  Y requires a more dynam ic  style 
whi le  Theory  X stresses a more  singular absolute form of control.
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Theory  Y takes the stance that the l imits of  human collaborat ion
in the w ork  place are not l imits of  human na ture  but limits of 
m a n a g e m e n t ' s  in g e n u i ty  in rea l iz ing  the po ten t ia l  w i th in  its 
human resources .  Likewise,  when em ployees  are not performing 
adequate ly .  Theory  Y managers accept some o f  the responsibi l i ty 
sugges t ing  it must  be their  methods o f  organizat ion  and control ,  
not  the em p loyees ’ nature,  that is at fault.
Role Ambigui ty
One genera l ly  held theory (Kahn,  Wolfe,  Quinn,  Snoeb and 
Rosen tha l ,  1964) sugges ts  that s tress and a low degree  of  jo b  
sa t i sfac t ion resu lt  f rom confl ict ing or unclear  expec ta t ions  about  
one's role.  A role is viewed as a set of  expec tat ions about  one's 
b e h a v i o r .
From the beginning of life we learn what and who we arc 
from the ways in which people in our environment
respond to us. A sense of identity is thereby created, and
the process of identity formation, once begun, never ends.
Each new experience must be somehow integrated with the 
existing sense of self, somehow made meaningful in terms 
of the self-identity. Conditions of conflict and ambiguity, 
therefore, are not merely irritating; in persistent and
extreme form they are identity destroying" (p. 6).
Role  expec ta t ions  are one's conception of  another individual
and  may inc lude  p references  with respect  to spec if ic  acts and
personal  characteris t ics;  they may deal with what  a person should 
do, think, or bel ieve and how he should relate to others.
When  one person at tempts to influence another  person with 
the  in t e n t  to b r in g  a b o u t  c o n f o r m i ty  w i th  the  fo rm e r ' s
expecta t ions,  it is cal led "role pressure."  Role pressures, in turn.
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evoke  mot ivat ional  "role forces" which manifest  themselves  in an 
in d iv idua l ' s  behav ior.
R o le  c o n f l i c t  wil l  o c c u r  w hen  m a n y  d i f f e r e n t  ro le  
expec ta t ions  exist  fo r  us which  at any t ime may im pose  role
p r e s s u r e s  to w a rd  d i f f e re n t  types  o f  b e h a v io r .  T hese  ro le  
p re s s u re s  g ive  r ise  to in terna l  ro le  fo rces  and psycho log ica l  
c o n f l i c t  is the result .  In te rm s  o f  Fes t inge r ,  the re is an
inc ons i s tency  in requi red  behaviors  and cogni t ive  d is sonance  is
the result .
Role  ambiguity assumes that certain information is required 
for  a person  to conform to the role expec ta t ions  held for him.
First he must  know what these expectat ions are. Second,  he must 
know  someth ing  about  the act ivi t ies  that must  be per formed to
fulf ill  these expec ta t ions  and how to perform them sat isfactorily.
F ina l ly ,  the poten tia l  co n seq u en c es  o f  the p e r fo rm a n ce /  n o n ­
per formance  for  everyone  involved  must  be known.
K ahn ,  et  al, s tates tha t  am b igu i ty - - -  the lack o f  clea r ,  
cons is ten t  informat ion- - -  may result ei ther  because  information is 
n o n -e x i s t e n t  or  b ecause  ex i s t ing  in fo rm a t io n  is in a d eq u a te ly
c o m m u n i c a t e d .  "The  a m b ig u i t y  e x p e r i e n c e  is p r e d ic ta b ly  
associated with tension and anxiety . . . and with a reduction in 
the extent  to which the demands and requirements  of  the role are 
successful ly met by the role occupant" (p. 26).
It is suggested that confl ict  and ambiguity  are independent  
sources of  stress and ei ther  or both of  them may be present at the 
same time. In terms of  Selye, conflict and ambiguity are stressors
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that wil l typically produce distress.  And,  as Fes t inger found,  this 
distress crea tes a motivat ion to reduce  it.
Locus of  Control 
Jul ian Rotter 's (1966) locus of  control  concept  developed  out 
o f  social  learning theory.  Rotter  stated that the way we deal with 
stress and engage  in var ious chal lenges is in part in f luenced  by 
whether  we have  an internal or  external  locus o f  control.
When a reinforcement is perceived by the subject as 
following some action of his own but not being entirely
contingent upon his action, then, in our culture, it is
typically perceived as the result o f luck, chance, fate, as 
under the control of powerful others, or as unpredictable 
because of the great complexity of the forces surrounding
him. When the event is interpreted in this way by an 
individual, we have labeled this a belief in e x t e r n a l
c o n t r o l .  If the person perceives that the event is
contingent upon his own behavior or his own relatively
permanent characteristics, we have termed this a belief in 
in ternal con tro l  (Rotter, 1966, p. 171).
Farkas  (1983),  later related occupational  stress with locus of  
control ,  descr ib ing  the locus of  cont rol  concep t  as  a theoret ical  
cons truc t  deal ing with an individual 's  expec tancy  for control over 
life's events  in general .  He described  it as a general personali ty 
var iable  which  may differ  in degree  from one individual  to the
next  depending upon one's past history of reinforcement.  Locus of
con t ro l  does  no t  o ccu r  only  in abso lu tes  o f  one  o r ien ta t ion  
( internal)  or  another (ex ternal)  but is mul t idimensiona l  in nature.  
E ac h  p e r s o n  may  e x h ib i t  a c o m b in a t i o n  o f  its d im e n s io n s  
s im ul taneously ,  though one or ienta t ion usually p redominate s  over 
a period of time. This locus of  control is also a part of Lewin ’s “ life
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s pace” and must  be cons idered  when de termin ing  an i n d iv id u a l ’s 
b e h a v i o r .
Since  those  with an internal  locus feel they have  cont rol  
o ve r  the ir  lives and they can make a d i f fe rence  (at  least  to a 
cer ta in  extent) ,  they tend to l ive more sat is fy ing lives. Those  
ind iv iduals  bel ieving they have no cont rol  over  the ir  lives, that 
they are "in the hands of  fate," feel they make  no  difference in the 
world thus, lead less sat isfying lives.
F ru s t r â t !  o n - R e g r e s s i o n
D ur ing  the 1 9 6 0 ’s C lay ton  A ld e r fe r  fu r the r  r e f in e d  and 
c la ri f ied  the concep ts  M as low  and H erzberg  e a r l i e r  in t roduced .
A l d e r f e r  (1972)  r e i t e ra ted  M a s l o w ’s h ie ra rch y  o f  needs  and 
solidi f ied the idea that,  all individuals  have the same basic needs 
th o u g h ,  be ing  in d iv id u a l s ,  each  has  the se  needs  in va ry in g  
degrees.  It is also the case that  indiv iduals  may str ive for  and 
sa t i sfy m ore  than  one  need  at  one t ime,  there  is no t  a t rue 
progress ion  from one need to the next . As lower- leve l  needs
becom e part ial ly sat isf ied,  one may progress  to the next  h igher
le ve ls .
It was A lde r fe r ’s content ion  that when sat isfact ion of  upper-  
level needs  was stif led,  the need for lower-level  sa t isfact ion  may 
be intensif ied.  H e  cal led this phenom enon  “ f rus tra t ion-regress ion” 
w h ic h :
concerns the tendency of persons to desire more concrete 
ends as a consequence of being unable to obtain more
differentiated, less concrete ends (p, 17).
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He noticed  that  a person desires material  substances when 
his interpersonal  needs are not  being met. Likewise,  a person will 
d e s i r e  r e l a t i o n s h i p s  with  s ig n i f i c a n t  o the rs  w hen  his  self-  
ac tua l iza t ion  needs  are no t  met.  Neither  case will  g rat ify the 
or iginal  des ire but the regression  back to lower- level  needs  does 
rel ieve the frustrat ion to a degree.
PREVIOUS SURVEYS
The  fo l low ing  sect ion rev iews  several  s tud ie s  p rev ious ly  
c o n d u c t e d  u s ing  the ten fac to r s  i n s t ru m e n t  and in c lu d e s  a 
d is cuss ion  of  perceptions  as well as m a nagem e n t  mispe rcep t ions  
in terms of  responding  to em ployee  needs.  It is presented  in an 
a t tem p t  to p rov ide  a founda t ion  for  assess ing  the ex i s t ence  or 
absence  of  cogni t ive d issonance  as well as providing a foundation  
for  the appl icat ion of  the M anagem en t  by V alues  model  (M BV) 
discussed in the final section of  this chapter.
PERCEPTION
A perception is an individual 's  idea  of  a s ituation; his view 
of  the world. Two people may experience the same situation,  yet 
their  perception of  what  occurred  may be rad ical ly different.
In def in ing  any given  s i tua t ion ,  an ind iv idua l  will  pay 
at tention to enough  of  the interrelated aspects to reach a decision 
about  the broad situation of  which the individual  is a small  part. 
D e f in ing  the s i tua t ion  requ i re s  a syn thes iz ing  process  so the 
var ious  aspec ts  o f  the si tuat ion are som ehow  tied toge ther  and 
viewed  as a meaningful  whole.  This process may involve ignoring
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certain aspects while highlighting others. Elements felt  to be "out 
o f  place"  may  be seen as un im por tan t  or  nonex is ten t  fo r  the 
current  purpose (Vernon,  1965). Lecky' s  self-consis tency  concept  
applies as one tends to perce ive  si tuat ions that maintain  order  in 
his world,  humans  tend to perce ive si tua t ions  tha t  tend to be 
consis tent  with their  own selves.
Bruner  (1947) stated tha t  perce iv ing an object  o r  an event  
involves  an act  o f  ca tegorizat ion ,  things are placed in ca tegories 
such as "man," "honest," "slowly," and "with intent." The important 
aspect  here is that these ca tegor ies  are learned on the basis  of  
individual  experience .  He also stated that in many cases these 
categories do not s tand alone but are organized into systems and 
are bound toge ther  in var ious  ways .  T hese  sys tems are also 
dependen t  upon experience.  For example ,  an ex-baseball  player  
will  perce ive a world series game in a much different  light than 
someone who has never seen a game before.
In Lewin's  thinking, people 's  perceptions  will be colored by 
one's  life space,  life exper ience  and state of  mind.  Keith Davis 
(1981)  summed up perception  as being o n e ’s own view o f  the 
world  shaped by o n e ’s exper ience ,  values,  problems,  intents  and 
b a c k g r o u n d .
MANAGEMENT MISPERCEPTIONS
In the work place,  mot iva t ion  is an im por tan t  issue and 
c rea t ing  a mot iva t ional  env i ro n m en t  for  em ployees  is one  of  
m a n a g e m e n t ’s more impor tant  tasks. Before management is able 
to create a motivat ional env ironment,  the wants of  the employees
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must be known; once known,  they then must be acted upon.  One 
of  the most  pers istent  perceptions by management  is that  workers 
are primari ly interested in wages and jo b  securi ty (Goll ,  1992).
As the fo l low ing  d iscuss ion  wil l show, this p e rcep t ion  may 
actually be a mLvperception.  Though  important ,  pay may not be 
the p r im ary  mot iva tor .  If accurate,  this may be one  of  the 
fundamenta l  causes  of  cogni t ive d issonance  in the organizat iona l  
env i ronment.  In order to respond  successfu l ly  to the needs of  
em ployees ,  m anagem en t  mus t  unders tand  the si tuat ion from the 
w orkers '  po in t  of  view,  learn w hat  the ir  t rue needs  are and 
re spond  to them.  Kovach  sugges ted  us ing  "annual  em p lo y ee  
a t t i tudinal  surveys  that  prov ide  ins ights  into workers  wan ts  by 
level and depar tment"  (Kovach,  1980,  p. 54) in an a t tempt to 
i d e n t i fy  a t t i tu d es ,  needs  and d e s i r e s  o f  the o r g a n iz a t i o n ' s  
employees .  It is suggested  that this respons iveness  to employee 's  
needs may reduce  cognit ive  dissonance.  It is not enough just  to 
know what  workers want; their needs must then be met.
SURVEYS OF WORKERS IN GENERAL INDUSTRY
Genera l  industry  research  was conduc ted  in 1946 by the 
Labor  Relat ions Institute of  New York to invest iga te  the issue of 
wha t  workers  want  from their  work com pared  to m anagem en t ' s  
pe rception  of  these wants.  The survey  inc luded ten factors  of 
work.  Workers  were asked to rank these ten factors  in order of  
importance  to them on a scale of  one to ten (one being the most 
important) .  The i r  im media te  supervisors were given the same list 
o f  fac to rs  and w ere  asked  to rank  them acc o rd ing  to the ir
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p e r c e p t i o n  of  how the workers would rank the factors.  The ten 
fac tors  inc luded  w hat  Herzberg  referred to as four  motiva t iona l  
needs and six hygiene  needs.  The mot ivat iona l  factors  included 
"full apprec ia t ion  of  work done,"  "interest ing  work ,"  "promotion 
and growth within the organizat ion" and "a feel ing of  being in on 
things." The  hygiene factors included "good wages,"  "job security," 
"good working condit ions ,"  "tactful discipl ine," "sympathe tic  help 
with personal  problems"  and "personal  loyalty to employees ."
T h e  resu lt s  (F igu re  2-1)  of  the 1946 s tudy in d ica ted  a
disc repancy;  managers  were,  in fact , misperce iv ing  the needs of  
workers.  The  managers  ranked "good wages" and "job security" as 
the ir  co l lec t ive  percep tion  o f  what  the workers  w ou ld  rank as 
m o s t  i m p o r t a n t ,  w h i l e  e m p l o y e e s  r e s p o n d e d  t h a t  " fu l l
appreciat ion for  work  done" and "a feel ing of  being in on things" 
w ere  mos t  im por tan t  (Kovach,  1980). Thus,  as H erzberg  would 
say,  superv isors  be l ieved  workers  desired  the ex t r ins ic ,  hygiene
fac tors  that M as low  bel ieved  to be lower - leve l  needs;  those of  
p h y s io lo g i c a l  and sa fe ty /  secu r i ty ,  which  p ro v id e  e m p lo y e e s  
dissat isfact ion or  no dissat isfact ion.  The employees ,  on the other 
hand ,  in d ica te d  they r ea l ly  des i red  uppe r - le ve l  n e e d s  which  
H e rz b e rg  ca l led  m o t iv a t io n a l  needs  p ro v id in g  e m p lo y e e s  job  
sat isfaction or no job  satisfaction.  These are intrinsic and relate to 
Mas low's  social ,  self -es teem and self-actual izat ion needs.
K ovach  then repea ted the study in 1980, again in general 
indus t ry ,  expec t ing  som e  c hange  after  more  than thir ty years.
W hat  he found was support for  the original  conclusions  regarding 
misperceptions.  Again  there was an incons istency  between what
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w o rk e r ' s  said  they  wanted  and what  m a n ag e r s  th o u g h t  they 
would  say. The  results (Figure 2-1) show that for  the workers,  
" i n t e r e s t i n g  w o rk "  b e c a m e  the m o s t  i m p o r t a n t  and  "ful l 
apprec ia t ion for  work done" was ranked  second.  The  supervisors 
again r e sponded  that "good wages"  fo l low ed  by "job securi ty" 
were  most  impor tan t  (Kovach,  1980). As can be seen from Figure
2-1 ,  with  the ex ce p t io n  of  " sy m p a th e t i c  help w ith  pe rsona l  
p rob lem s"  in 1980,  managers  m isperce ived  every  fac tor  of  work 
both in 1946 and 1980. Kovach conc luded  that sel f- referenc ing 
was  a cause o f  these misperceptions .  The  obvious need was to 
assess the si tuat ion through the eyes of  the employees.
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FIGURE 2-1:
1946 - General industry survey,  Labor  Relat ions Institute; 
1980 - General  industry survey, Kenneth Kovach
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SURVEY OF WORKERS IN THE HOSPITALITY INDUSTRY
In 1987,  this survey was given to workers in the hospitality 
in d u s t ry  to de te rm in e  w h e th e r  the sam e  m ispe rcep t ions  were 
p resen t .  O nce  again the resul ts  (F ig u re  2-2) ind ica ted  an 
i n c o n s i s t e n c y  in m a n a g e m e n t ' s  a w a r e n e s s  of  w ha t  w orke rs  
wanted  from their  work.  Em ployees  in this s tudy ranked "full 
apprec ia t ion  for  work done" first and "interest ing work"  second.
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As was the case in general industry, supervisors in the hospitali ty 
industry perceived that the workers would rank "good wages" and 
"job security" as being most  important  (Goll,  1989). Supervisors  
b e l i e v e d  w o r k e r s  w a n te d  h y g ie n e  n eeds  fu l f i l l ed ,  w h e re a s  
w o rk e r s  de s i r ed  m o t iv a t io n a l  needs  be met.  A l th o u g h  the 
rankings  by both workers and supervisors are interesting,  it is the 
pe rcep t ions  o f  the superv iso rs  and the incons i s tency  o f  these 
p e r c e p t io n s  w i th  w ha t  the  w o rk e r s  a c tu a l ly  l i s ted  tha t  is 
i m p o r t a n t .
FIGURE 2-2: 1987 - Hospitality industry survey, G. E. Goll
WHAT WORKERS WANT FROM THEIR WORK 
HOSPITALITY INDUSTRY (1987)
EMPLOYEE RANKING SUPERVISOR RANKING
1 Full appreciation of work done 5
6 Feeling of being in on things 8
9 Sympathetic help with personal 
problem s
10
5 Job security 2
3 Good Wages I
2 Interesting work 6
4 Promotion and growth within 
the organization
4
8 Personal loyally to employees 7
7 Good working conditions 3
10 Tactful discipline 9
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M an ag em en t  has been  trying to sat isfy the hygiene  factors  
of  "good wages" and "job security" while employees  are indicating 
a des i re  for  fu lf i l l ing  mot iva t iona l  needs.  It is essenti a l  for 
m a n a g e m e n t  to co r rec t ly  identi fy  the needs  and wants  o f  the
em ployees .  If not  achieved ,  a pos i t ive work ing  env i ronm en t  in 
which  w orker  mot ivat ion  is possib le will not be achieved  (Goll ,  
1 9 9 0 ) .
A rgyr is  and  H erzbe rg  see the p rob lem  o f  pos t - indus t r ia l  
m anagem en t  as the individual ,  within the organizat ion,  not  being 
given  the oppo r tun i ty  to l ive up to his fu l les t  po ten tia l  and
m anagem en t  cont inuing  to cons ider  worker 's  mot ivat ion  needs  (as 
def ined  by Herzberg) as secondary  to the o rganiza t ion 's  hygiene 
needs.  Both rejected Taylor 's  scientific means of  analysis  as it did 
not  cons ider  the individual 's  desires. Argyris  sugges ted changing  
the at ti tudes of  the managers .  Herzberg took a different  approach 
inf luenced in part  by Lewin.  People 's  behavior,  Herzberg stated,
is d ic ta ted  not  only by his early exper iences  and expec ta t ions  
result ing from those experiences ,  but also by the life space within 
which  they opera te ,  and he sugges ts  an al te ra t ion  in that life 
space .  H e rz b e rg  a l so  w a rns  m a n a g e m e n t  a g a in s t  e x p e c t in g  
mot iva t ion  to occur  s imply  through better superv is ion  (which is 
p roposed  by M cG regor ' s  Theory  Y m a n ag em e n t  s tyle)  as these 
e f f e c t s  w on ' t  last .  E m p lo y e e s  don ' t  w an t  to k n o w  w ha t  
managem en t  has done  for  them in the past but, "What  have you
done  for me lately'?"
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SURVEY OF WORKERS IN THE CASINO INDUSTRY
In 1991, Darder repea ted the study in the cas ino  industry.  
A f te r  adm in is te r ing  the sam e  ten factors  in s t rum en t  to dea lers  
and the ir  superv isors  at th ree  gam ing  proper t i es  in Las Vegas ,  
N evada ,  Darder ' s  result s  indicated  that m anagem en t  had co rrec t ly  
p e rce iv ed  the mot iva t iona l  a t t i tudes  of  the dea lers  w h ich  they 
supervised.  As shown in Figure 2-3, dealers responded that "good 
wages ,  " "job security" and "good working condit ions" were  most  
im por tant ;  and supervisors  ranked  the same three factors as being 
m o s t  im por tan t  to the ir  em p loyees  (Darder ,  1991). Th is  t ime,  
both supervisors and employees  indicated a need for the extr insic,  
hyg ie ne  needs which provide dissat isfact ion or  no dissat is fact ion.
The  casino dealers  of  this s tudy ranked all the motiva t ional-  
hyg ie ne  factors  differently  than the em ployees  o f  prev ious  studies 
exce p t  " sym pathe t ic  help with  persona l  problems."  All s tudies  
d iscussed  ranked  this factor  ninth or tenth with the excep tion  of  
the 1946 general industry em ployees  who ranked  it third.
Unlike the Kovach and Goll results,  the casino dealers  and 
their  supervisors  both identif ied a need for satisfying the extr insic 
hygiene  factors  of  "good wages,"  "job security" and "good working 
co n d i t io n s . "
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FIGU RE 2-3: 1991 - Casino industry survey, Richard Darder
WHAT WORKERS WANT FROM THEIR WORK 
CASINO INDUSTRY (1991)*
EMPLOYEE RANKING SUPERVISOR RANKING
4 Full appreciation of work done 5
10 Feeling of being in on things 10
9 Sympathetic help with personal 
p ro b lem s
7
2 Job security 2
1 Good Wages 1
6 Interesting work 8
7 Promotion and growth within 
the organization
4
5 Personal loyalty to employees 6
3 Good working conditions 3
8 Tactful discipline 9
(*) Summary of results from all three properties
SURVEYS OF WORKERS IN THE HOTEL INDUSTRY
A fif th study us ing the same ten factors  ins trument was 
conduc ted  by Russel l  (1994)  using hotel  front  desk  em ployees .  
The  em ployees  ranked  "good wages" first, "job securi ty" second 
and "promotion and growth within the organizat ion"  third in order 
o f  importance.  The  responses of the supervisors were not in total 
co m p l ia n c e  as they w ere  in the Darder  s tudy ,  but  had more 
com monali ty  than ei ther  the Goll or Kovach studies. Supervisors
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ranked  "promot ion and growth within the organ izat ion"  as being 
the mos t  im por tan t  to em ployees  fo l lowed  by "apprec ia t ion  for 
work  done" and "job securi ty" (Figure 2-4).  For the first t ime, 
su p e rv iso r s  be l ieved  w orke rs  w anted  upper - leve l ,  m o t iva t iona l  
needs  met,  w hereas  the workers  ind ica ted  a des ire  for  hyg iene 
n e e d s .
FIGURE 2-4:
1994 - Hotel industry survey.  Front  desk employees,  Russell
WHAT WORKERS WANT FROM THEIR WORK 
HOTEL INDUSTRY
EMPLOYEE RANKING SUPERVISOR RANKING
6 Full appreciation of work done 2
10 Feeling of being in on things 7
9 Sympathetic help with personal 
p roble m s
9
2 Job security 3
1 Good Wages 4
5 Interesting work 8
3 Promotion and growth within 
the organization
I
8 Personal loyally to employees 6
4 Good working conditions 5
7 Tactful discipline 10
R u s s e l l ' s  Study s h o w e d  that e m p l o y e e  and s u p e r v i s o r  
re sp onses  were  s imilar regarding both "promotion and growth
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within the organizat ion" and "job securi ty," there appears to be a 
r a the r  im por tan t  d iscrepancy  in terms o f  "apprec ia t ion for  work 
d o n e "  b e in g  r a n k e d  s eco n d  by s u p e r v i s o r s  and  s ix th  by 
em ployees .  L ikewise ,  "good wages"  were the most  im por tan t  
concern  of  the employees ,  whereas  supervisors ranked it fourth.
T hese  f indings  revea l  a less of  a mispercep tion  than the 
genera l  indus try  and hospita l i ty  s tudies  but s l igh tly  m o re  than 
the  c a s in o  d ea le r s  s tudy .  S u p e rv i s o r s  r a n k e d  the in t r ins ic  
rewards  of  "full appreciat ion for work done"  and "promotion and 
g r o w t h  w i th in  the o r g a n iz a t i o n "  as m os t  i m p o r t a n t  while  
e m p lo y e e s  appea r  most  concerned  with the ex t r i ns ic  needs  of  
"good wages" and "job security."
FACTORS OF LEAST IMPORTANCE
Isola t ing  the three  least impor tan t  superv isor  responses  of 
each of  the previous six studies produces the following figure.
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FIG U R E 2-5: Comparison of  supervisors least impor tant  factors
FACTORS OF LEAST IMPORTANCE 
SUPERVISORS
SUPERVISOR RANKING FACTOR
1946 1980 1987 1991 1994 p resen t
10 9 10 9 8* Sympathetic help with 
personal problems
8 8 Full appreciation for 
work done
9 10 8 10 8* Feeling of being in on 
things
9 9
8
10 10 
8
Tactful discipline 
Interesting work
(*) denotes a tie
Isolat ing  the three least  im por tan t  em p loyee  re sponses  of  
each of  the six studies produces  the fol lowing figure.
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Figure  2-6: Comparison  of  employees  least important  factors
FACTORS OF LEAST IMPORTANCE 
EMPLOYEES
EMPLOYEE RANKING FACTOR
1946 1980 1987 I99I 1994 present
9 9 9 9 9 Sympathetic help with 
personal problems
10 10 8 Feeling of being in on 
things
10 10 10 8 10 Tactful discipline
9 Good working 
conditions
8 8 8 8 Personal loyalty to 
employees
Looking  at the responses from the employee 's  perspective,  it
can be seen that "tactful discipl ine" and "sympathe tic  help with 
personal  problems"  typically resulted in the lowest  in impor tance 
to the employees .  Supervisors too ranked "sympathet ic  help with 
pe r s o n a l  p ro b le m s "  as one  o f  the  leas t  in im p o r ta n c e  to 
employees.  They also ranked a "feeling of being in on things" as 
low in impor tance ,  though this is a misperception  as em ployees  
rank it a little higher. Supervisors do rank "tactful discipline" as 
one o f  the least  in im por tance  to e m p loyees  though  not as 
un im por tan t  as employees  rank it.
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SUMMARY
Through  the use of  this ten factor  survey it is possible to 
d e t e r m i n e  the w an ts  of  e m p lo y e e s .  Th is  d e te rm in a t io n  is 
essential  in management ' s  creation of  a motivat ional  environment.  
W h e n  i n c o n s i s t e n c i e s  or  m i sp e rc e p t io n s  ex is t  be tw een  w hat  
workers  want  and what  m anagem en t  thinks they want,  there  is 
left open the potential  for  cogni t ive  d issonance.  In taking the 
t ime to l is ten to, and rea l ly  hear  what  em ployees  are saying,  
m anagem e n t  may  learn what  motivates  them and may be bet ter 
able to respond to those motivators.
Discre t ionary  Effort 
Y a n k e l o v i c h  and  I m m e r w a h r  (1983 )  co in ed  the te rm 
"discret ionary effort" that workers possess, that  describes workers 
w ho  are capab le  of  reach ing  levels  of  productiv i ty  above  the 
m in im um  requirements  establ ished by management.  The term is 
used here similarly to the term used in economics as discret ionary 
in c o m e  w hich  desc r ibes  the income that remains  afte r  peop le  
have paid their  f ixed and necessary  expenses.  In reference to 
human d iscre t ionary  effort,  the term may be seen in a negative 
l ight .  W hen  there  is no reward  for  achieving more than the 
lo w e s t  a c c e p t a b l e  s tan d a rd  of  p e r fo rm a n c e ,  the re  is l i t t l e  
l i k e l i h o o d  w o rk e r s  will  w ork  a b o v e  the m in im u m ,  ins tead ,  
performing  only enough  effort to avoid punishment.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
5 3
M anagem en t  by Values  
T h e  M anagem ent  By Values (M BV )  model  has its roots  in 
m a ny  of  the concep ts  p rev ious ly  d iscussed  and is inc luded  to 
address the second hypothesis  of  this study.
MBV is more than just a concept or a management style. It 
is a philosophy from which a style (or several styles) may 
flow. It is a methodology that an employer may use to 
determine rather e f fe c t iv e ly  the quality o f  the 
environment within an organization. Therefore, its 
primary and possibly most productive utilization may be as 
an analytical tool. It may also be the next step in the 
evolution o f  management. MBV is an approach to 
developing consistency throughout the organization as a 
basis for shaping and clarifying individual behaviors that 
are consistent with the reason the organization exists. 
This con sisten cy  is seen as enhancing personal 
satisfaction and productivity as well as organizational 
stability (Goll, 1992, p. 16).
M a n a g e m e n t  By V a lu e s  is an a p p r o a c h  d e s ig n e d  to 
encourage  hospital i ty rnanagers to become more  responsive to the 
n e e d s  o f  the i r  e m p lo y e e s .  It is an ap p ro ac h  to d ev e lo p  
cons is tency  between the employee 's  values and the values of  the 
o rg a n iz a t io n .
At the heart of  Management By Values lies the relat ionship 
be tween  the organ izat ion 's  values ,  goals ,  and norms. T oge the r  
these  make up the "Action Triad."  Values  give meaning  to the 
organizat ion  and everything that  is done within it. Goals  are the 
tangib le manifestat ions of  those values.  The  organizat ion achieves 
its goals, but lives by its values. Norms are the methods by which 
an organizat ion achieves its goals while enhancing and protect ing 
i ts  va lues.  Values  give the o rgan iza t ion  it 's m e a n in g ,  they 
represen t  "why" employees are to act the way they do. Goals  are
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the "what"  o f  the o rgan iza t ion ;  they are the des ired  tang ib le  
outcomes .  Norms are the "how" of  the organiza t ion.  There  are 
both formal  and informal  norms all o f  which must  enhance  and 
pro tec t  values while s tr iving to achieve goals.
As Barnard proposed in his acceptance theory of  authori ty,  a 
w orker  will assess an order (a norm) as to how it may achieve the 
des i red  ob jec t ive  and how cons is ten t  it is with  the perce ived  
va lues  o f  the o rgan iza t ion .  More  im por tan t ly ,  an em p lo y ee ' s  
com m itm en t  will be influenced by the degree of  cons is tency  of  the 
order with the individual 's  personal  values and goals.
The  degree  of  cons is tency  be tween the values,  goals ,  and 
n o r m s  a l so  c o n t r i b u t e s  d i r e c t ly  to a p o s i t i v e  o r  n e g a t iv e  
organ izat ional  env ironment.  It all starts with the values and the 
degree  to which the norms enhance and protect those values.  An 
organiza t ion  that  has es tab lished  norms that are not perce ived  to 
be cons is te n t  with its values crea tes an inconsi stency  within the 
a c t io n  tr iad .  This  n eg a t iv e ly  af fec ts  the e m p lo y e e s  in the 
o rgan iz a t ion  and its e n v i ro n m en t  possib ly  leading  to c ogn i t ive  
d issonance  and culminat ing in a negative environment.
There  are three components  of  the MBV model  that describe 
h o w  m a n a g e m e n t  may  c rea te  a m ore  pos i t ive  o rg a n iz a t io n a l  
e n v i r o n m e n t .
1. Understand The Situation (UTS).
In the M anagem ent By Values  model ,  the first s tep in all 
c i r c u m s ta n c e s  is to U n d e r s t a n d  the S i tua t ion .  T h i s  m eans  
hospi ta l i ty managers  must  be knowledgeab le  and famil iar  with all 
a spec ts  o f  the si tuat ion;  the peop le  (not  only  em p loyees ,  but
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cu s to m ers  and owners ) ,  the o rganiza t ion ,  and the env i ronm ent .
As Lew in  stated in his field theory,  the life space of  the workers 
must  be understood.  It is to see the organizat ion through the eyes 
of  those  involved in it. Indeed,  the need is to unders tand  the
si tuat ion and to unders tand  it empathet ica l ly.
2. Balanced Management
T h i s  is an a p p ro a c h  to m a n a g e m e n t  tha t  e n c o u r a g e s
f lex ib i l i ty  and re spons iveness  o f  behav ior  in o rde r  to respond
effec t ively and eff iciently to si tuations that occur. The  antithesis  
to  B a l a n c e d  M a n a g e m e n t  w o u ld  be any r ig id  and  h igh ly  
s tructured management  style that does not recognize the needs of 
all the cons t i tuencies  in the system---  especia l ly the employees .  
The  respons iveness  to all four cons t i tuencies  in the M anagem ent  
By V a lu e s  m ode l  n eeds  to be kep t  in b a l a n c e .  T h e s e  
c o n s t i tu e n c i e s  in o rd e r  of  im p o r ta n c e  are e m p lo y e e s ,  gues ts ,  
owners,  and the organizat ion i tself  which is the total of  the first 
three.  The two premises  upon which the Balanced M anagem ent  
approach is built are:
a. Any strength carried to an extreme has the potential to 
become a weakness.  Too much of  anything,  even a "good thing", 
m ay  becom e  det r imenta l  to the o rganiza t ion 's  e f fec t iveness  and 
ef f iciency.  This  relates directly to Erich Fromm's  (1947) concept  
o f  a weakness  being the overdoing  of  a s trength.  The utility 
com es  in recogniz ing  that one doesn ' t  need to "get rid" of  a 
weakness  but one can learn to control and not overdo a strength.
b. Management  needs to be more responsive to the needs of 
its em ployees .
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3. System Mentality.
The idea of  a system mental i ty is based on the defini tion of 
a system which is "a series of  i n t e r rela ted and i n t e r d e p e n d e n t  
parts  working together to create a whole" (Goll,  1992, p. 50). A 
sys tem menta l i ty  then recogn izes  that "changing  or  inf luencing  
one part o f  a system has the potential for impac ting all parts  of 
the system" (p. 50). It is not jus t  the employee who is affected by 
the o rgan iza t iona l  env i ronm ent .  There  are four cons t i tuenc ies  
se rved  by m an ag em e n t  in a "System M enta l i ty" :  em ployees ,
gues ts ,  ow ners  and the o rgan iz a t ion  i t se lf .  In v iew ing  an 
organ iz a t ion  with a sys tem menta l i ty ,  one cou ld  conc lude  that 
be in g  r e s p o n s i v e  to the needs  of  any  one  o f  the four  
co n s t i t u e n c i e s  has  the p o te n t ia l  to bene f i t  the o the r  th ree  
const i tuencies as well. Likewise,  if cognitive dissonance is present 
within the system, there is the potential to negatively impact  the 
other  parts of  the system. In taking into account  the action triad, 
one needs to closely cons ider  the effects  of  any changes to the 
va lues,  goals  and norms and how the change  may ef fect  the 
system and those in it. An effect ive organizat ion is a consistent  
sys tem that has all its cons t i tuenc ies  in terac t ing  and work ing  
toge ther  to reach  the organiza t ion 's  goals  and objec t ives.  The 
"glue" tha t  ho lds  these  par ts  toge the r  is the values  o f  the 
organizat ion. As Lecky stated, we all strive for  consistency within 
ourselves ;  l ikewise  with a system mental i ty  we must  s tr ive for 
cons is tency  within the system.
The last step in all s ituat ions is to Review, Reinforce and 
R e v i s e  (R R R ) .  T h i s  is w h e re  m a n a g e m e n t  v e r i f i e s  the
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effect iveness of  its norms in reaching its goals. If the norms are 
not achieving the goals  then they may need to be revised; if they 
are, they should be reinforced.
M a n a g e m e n t  By V a lu e s ,  th ro u g h  its p r o m o t i o n  o f  
consis tency  in an organiza t ion’s act ion triad, responsiveness  to the 
needs of  it's em ployees  as part of  the organizat ional  system, and 
the use of  balance  and f lexibi l i ty in ut i lizing m anagem en t  tools,  
c r e a te s  a p o s i t i v e  w o r k in g  e n v i ro n m e n t  f ree  o f  c o g n i t i v e  
dissonance.  As the quotat ion  on page 53 indicates.  M anagem ent  
By Value's real value,  however,  may lie in its use as an analytical 
tool  to d e t e rm in e  w h e th e r  an o rg an iz a t io n a l  e n v i r o n m e n t  is 
pos i t ive or nega t ive  (Goll ,  1990). It can be used to analyze 
whether  the norms  and goals  are enhanc ing  and pro tec t ing  the 
values of  the organizat ion.  When there is a discrepancy between 
the three, d is sonance  may be the result.  M anagem ent by Values 
may also be used to analyze an individual 's  act ion triad in relation 
to the organization's triad to see if they match. Again,  when there 
is a d isc rep a n cy  be tween  the two,  there is the po te n tia l  for 
cogni t ive  d is sonance .
Descript ion of  Selected Property
In an at tempt to locate the presence of  cognit ive dissonance,  
a su rvey  c o n s i s t i n g  of  tw o  sepera te  but  re la ted  parts  was 
conducted  in the Food  and Beverage depar tmen t of  the Santa Fe 
Hotel /  Casino. The Santa Fe, which includes 200 guest  rooms,  a 
cas ino area of  50 ,000  square feet with adjacent  ice skating and 
bowling faci lit ies,  provides two food and beverage outlets; Pablo 's
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Cafe which is open 24 hours and the Lone Mountain Buffet  serving 
lunch and dinner dai ly and a brunch on Sunday,  both served by a 
single com mon food preparat ion area. The property is located on 
the ex t reme north west side of  the Las Vegas val ley far  removed 
f rom "Gli t ter  Gulch" and the "Strip" and is genera l ly  viewed as
at tract ing "locals."
T h e re  was  recen t ly  an e m p lo y e e - m o t iv a t e d  c a m p a ig n  to 
have the Culinary  Union 224 represent  the hour ly em ployees  of
the Food and Beverage  Department ,  and in a vote conducted  on 
S ep tem ber  30 and October  1, 1993 by the local Nat iona l  Labor 
Relations Board,  the move was favored by a margin of  300 to 241 
with 31 chal lenges.  (The chal lenged votes had no affect  on the 
ou tcome. )  A discussion with Kevin Kline of  Culinary  Local 224 
who  conducted  the Santa Fe campaign,  revealed these f igures and 
in d i c a t e d  tha t  the  S an ta  Fe m a n a g e m e n t  f i l ed  o b je c t io n s  
im m ed ia te ly  after  the vote and,  pend ing  the o u tc o m e  of  these 
object ions ,  no union representat ion present ly  exists.  The tone of 
the o rg an iz ing  cam pa ign  was tum ultuous  at bes t  and some ill-
fee l ings  have  rem ained ,  as docum ented  by the local Las Vegas 
m e d i a .
It may be considered  that in such a scenario,  one may find 
indica tors  of  cogni t ive dissonance.  This  cons idera t ion  would be 
c o n s i s t e n t  with  the approach  fo l low ed  in this  r e sea rch  that 
cogni t ive  d is sonance  may,  among other  things,  be caused  by an 
inconsi s tency  between  an organ izat ion 's  norms and its values as
p e rce ived  by its em ployees .  The  poss ib i l i ty  of  m a nagem e n t ' s  
m isp e rcep t io n s  o f  what  its im por tan t  to its w orke rs  cou ld  be
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s y m p to m a t i c ;  thus ,  the in s t ru m e n t  was  a d m in i s t e re d  to this  
popula t ion in which inconsistencies could be expected to exist.
A n u m b e r  o f  e m p l o y e e s  h a d  m o v e d  fo r  u n io n  
representa t ion ;  a possib le indicator  of  cogni t ive dissonance.  The 
vote  ind ica ted  a major i ty favored  union represen tat ion ,  however ,  
m a n a g e m e n t  is p rev en t in g  this  f rom  o ccu r r ing .  G iven  this  
si tuation,  it is reasonable to assume that cogni t ive d issonance  may 
not  only be present ,  but  indeed,  may exacerbated  by the ongoing 
s i t u a t i o n .
A desc r ip t ion  of  the survey  process  is p resen ted in the 
fo l lowing  chap ter .
SUMMARY
This chap ter  has presented a chronology  of  concepts 
preceding and succeeding cognit ive di ssonance  in an at tempt to 
provide a basis  for understanding the concept .  The cumulat ive 
effect  of the theorists was notes. A discussion of  perception and a 
presenta t ion  of  surveys done to identi fy  m anagem ent  
mispercep tions  was offered.  The  chapter  included a discussion of 
Management By Values, as it may be used as a basis for analyzing 
the quali ty of  an organizat ion 's  envi ronment.  This  chapter  
concluded with a description of  the property at which the current  
survey was  conducted .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CHAPTER III 
METHODOLOGY
INTRODUCTION
This chap ter  consists  of  a discussion o f  qual i tat ive  research 
fol lowed by a presentat ion o f  the research design,  da ta  collect ion 
methods and da ta  analysis  techniques used in this study.
QUALITATIVE RESEARCH
The pr imary  research methods  presen ted  in this s tudy are 
qual i ta t ive  and descr ip t ive in nature  and are appropria te  to the 
exp lora t ive  nature of  the cur rent  s tudy.  Q uali ta t ive  research is 
charac te r ized  by  a small  sample size with a la rge  am ount  of  
i n f o r m a t i o n  o b t a i n e d  f ro m  ea c h  r e s p o n d e n t .  Q u a l i t a t i v e  
techniques involve open-ended ques t ioning  and probing,  the data 
f rom which  is human,  subtle ,  r ich and often very revealing.  
Q ua l i t a t ive  re sea rch  som et im es  is supe r io r  in de tec t ing  minor  
problems that may escape notice in quanti tat ive studies.  "There is 
no be t ter  way than qual i ta t ive  research  to unders tand  in -dep th  
motivat ions and feelings" (McDaniel  and Gates, 1991, p 171).
Q ual i ta t ive  methods  do have l imi ta t ions,  however ,  one of 
which being that they are "not necessari ly representat ive of the
6 0
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popula t ion  of  in te res t  to the researcher"  (M cDanie l  and Gates,  
1991,  p. 174). A n o th e r  l im i ta t ion  is the re l i ance  on the 
r e s e a r c h e r ' s  s u b jec t iv i ty  and  in t e rp r e ta t io n .  Yet  q u a l i t a t i v e  
research can be very informative ,  and it is increasingly common 
f o r  r e s e a r c h e r s  to use th e se  m e th o d s  in c o n j u n c t io n  with  
quan t i t a t ive  me thods  as "the pa t te rns  d isp layed  in quan t i ta t ive  
r e s e a r c h  can  be en r i c h e d  with  the ad d i t io n  o f  q u a l i t a t iv e  
i n f o r m a t io n "  p r o v id i n g  in s igh t  in to  r e a s o n s  and m o t iv a t o r s  
(McDanie l  and Gates, 1991, p. 172). This "insight" is especial ly 
cogen t  to the p resent  re search ,  as "quanti ta t ive  (m e th o d s )  are 
often long on the w h a t  but short on the w h y  given the f il ter ing 
process  be tween  responden t  and ul t imate  da ta  user" (M cD anie l  
and Gates,  1991, p. 173).
RESEARCH DESIGN
The purpose of  this research was to invest igate the possible 
ex istence  of  cognit ive dissonance,  de te rmine its cause,  and assess 
its impact  on employees. In order to accomplish this, the research 
a t t e m p te d  to a ssess  both the qu a l i ty  o f  the o rg a n iz a t io n a l  
env i ronm en t  and m anagem en t ' s  respons iveness  to the needs  and 
wants of  its employees.
One survey was conducted  for  this s tudy consis t ing of  two 
parts .  The first was the admin is trat ion  of  a writ ten ins trument 
consis t ing  of  ten factors of  work.  Second,  fol low-up,  open-ended 
interviews were conducted.  Both are discussed in some detail.
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TEN FACTORS INSTRUMENT 
Reflect ive of  the li terature review, it may be considered that 
cogni t ive di ssonance can be identif ied by an exist ing inconsistency  
in percep t ions .  As hypo thes ized ,  the ten fac to rs  survey  may 
p ro v id e  in s igh t  th rough  m ispe rcep t ions  be tw een  w orke rs  needs  
and m a nagem e n t ' s  percep t ion  of  those needs.  If the re is an 
i nc ons i s t ency  in the resul ts ,  it may  conf i rm  the ex is tence  of  
cognit ive d issonance in any par t icular  envi ronment.
THE SURVEY PROCESS
Step one. Selection of  an instrument.
There  does not appear  to be any s tandard  in s t rum ent  for  
measur ing  cogni t ive d issonance  in a quanti ta t ive  sense. This  is 
u n d e r s t a n d a b le  b e c a u se ,  as r evea led  by the re v ie w  of the 
l i t e r a tu r e ,  the p h e n o m e n o n  d ea l s  p r im a r i l y  w i th  in d iv id u a l  
pe rceptions .  An a t tempt was made to apply a f requent ly  used 
ins t rum en t  which measures  what  workers  want  f rom their  work 
com pared  to management ' s  percept ion of  these wants.  Although 
in ten d ed  for  o th e r  p u rp o s e s ,  this  p a r t i cu la r  i n s t ru m e n t  was 
administered in an at tempt to gain insight  into the phenomenon of 
c o g n i t i v e  d i s s o n a n c e  th ro u g h  the e x i s t e n c e  o f  m a n a g e m e n t  
m ispe rcep t ions  of  what  is im por tan t  to the w orkers .  It was 
an t ic ipa ted  that the results  would  aff i rm or deny  m anagem en t ' s  
r e s p o n s i v e n e s s  to the w o r k e r s  n e e d s  in th i s  p a r t i c u l a r  
organizat ion as one of  several indicators of  cognit ive dissonance.
The  instrument used (Appendix 1) consisted of  ten factors of 
work.  These ten factors were ranked first by employees  in degree
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
6 3
o f  im p o r ta n c e  to them. The  same survey  was then given  to 
superv isors  w ho  were  asked to rank the ten i tems the way  they 
thought the l ine workers would rate them. This was done so a 
compar ison  could  be made between the two sets of  responses  to 
d e t e rm in e  s im i la r i t ie s  and d i f f e re nces  f rom w h ich  p e rce p t ions  
could  be identified.
Step two.  Sampling selection process.
The  250  hourly  line employees  and 50 superv isors  of  the
Füüti  und B e v e r a g e  Depar tmeii l ,  u f  the Santa  Fe Hotel  and C a s in o
in Las  Vegas ,  provided the popula t ion from which the sampl ing  
fo r  this  su rvey  was  d raw n.  The  actua l  d e m o g ra p h ic s  were  
discussed on page  57.
The  sampl ing was l imited to (1) voluntary part icipa t ion and 
(2)  those  em p loyees  and supervisors  who were assoc ia ted  with 
the Santa  Fe dur ing  the organiz ing  cam pa ign  and its resu lt an t  
vote.  It is acknow ledged  that this selec t ion me thod  may have 
p roduced  resu l t s  tha t  may not  be r ep resen ta t ive  of  the w ho le  
(McDaniel  and Gates, 1991).
Step three.  The administrat ion process.
The  intent  was to obtain a suff icient  amount of  respondents  
to p ro v id e  a r e p re s e n t a t iv e  sam ple  of  Food and  B e v e ra g e  
e m p lo y e e s  f rom  the se lec ted  p roper ty .  T h e  in s t ru m e n t  was 
personally distr ibuted during day and swing shifts on April 2 and 
Apri l  7, 1994 to em ployees  w hile  on break  in the e m p lo y e e  
cafeteria .  All responden ts  were  assured o f  the conf identia l i ty  of 
their  responses.  No "coaching" was provided to the respondents.
Step four. Analyzing the data.
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T h e  r e s p o n s e  d a t a  f rom  the su rv e y  w e re  t a b u la te d  
according to mean and sum of ranks to determine the rank of  each 
va r i a b le  which  a l low ed  for  a com par i son  be tw een  pas t  and 
cu r ren t  studies.  Accord ing to Siegal (1956), the best es t imate  of 
the "true" ranking of  variables is by the order of  the sum of  the 
ran k s .  The  da ta  w ere  used  to m e a su re  in c o n s i s t e n c ie s  or 
mispercep tions  thought to be possib le  indicators  of  the existence  
o f  cognit ive di ssonance in this department.
The first step was to isolate the responses of  the Food and 
Beverage  line employees  and tabulate them in terms of  mean and 
sum o f  ranks.  This  information was then placed on a table (Figure
3-1) for  ease of  both interpretat ion  and compar ison .  This  data 
rep resen t s  workers  needs.
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Figure 3-1: Ranking of  factors
FACTORS SUM MEAN
EMPLOYEE OF RANKS RANK RANKING
Full appreciation of work done
Feeling of being in on things
Sympathetic help with personal 
p rob lem s
Job security
Good Wages
Interesting work
Promotion and growth within 
the organization
Personal loyalty to employees
Good working conditions
Tactful discipline
The second step was to isolate the responses of  the Food and 
Beverage  supervisors,  tabulate them in terms of  mean  and sum of 
ranks and place the information on an identical but separate table. 
This  da ta  represen ts  supervisors '  perception o f  worker 's  needs.
The third step was to combine the two tables of  ranked data 
onto a s ingle table (Figure 3-2) which is a compar ison of  workers 
needs to management 's  perception of  those needs.
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Figure 3-2: Compar ison of  employee  and supervisor rankings
FACTORS EMPLOYEE SUPERVISOR
RANKING RANKING
Full appreciation of work done
Feeling of being in on things
Sympathetic help with personal 
p ro b lem s
Job security
Good Wages
Interesting work
Promotion and growth within 
the organization
Personal loyalty to employees
Good working conditions
Tactful discipline
T he  four th step in the process  was to com pare  the data 
ga the red  f rom the cu r ren t  s tudy to the re sponses  o f  cas ino  
dea lers ,  f ron t  off ice  em ployees ,  hospi ta l i ty workers  and general  
industry employees  of  previous studies as discussed in Chapter  II. 
A discussion of  the findings may be found in Chapter  IV.
THE INTERVIEW PROCESS
In tak ing  the in t e rv ie w  ap p ro a c h ,  it is n e c e s s a ry  to 
e m p h a s i z e  the s u b je c t iv e  n a tu re  o f  the  r e s p o n s e s  o f  the 
interviewee.  The open-ended nature of  the interview is designed 
to el ic i t  the in te rv iew ee 's  perceptions  on the topic d iscussed .
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Davis (1981)  observed "reaction to a job  is fil tered by p e r c e p t i o n ,  
which  is an ind iv idua l 's  own view o f  the world" (p. 53). An 
ind iv idua l 's  percep tion  of  the env i ro n m en t  is in f luenced  by his 
exper ience ,  va lues ,  p roblems ,  in teres ts ,  and background.  Dexte r  
(1970)  s tated:
The informanl'.s .stalcmcnl represents m erely the 
perception of the informant, filtered and modified by his 
cognitive and emotional reactions and reported through 
his personal verbal usages. Thus, we acknowledge initially 
that we are getting the information's picture of the world 
as he sees it (Dexter, 1970, p. 120).
Step one. Selection of  an instrument.
An a t tempt was made to ask a l imited set of  ques t ions
w hich  w ou ld ,  as a whole ,  identi fy  the ex i s tence  or  absence  of  
cogni t ive d is sonance  in this part icular  env ironment.  The nature of  
the q u e s t i o n s  cons i s ted  of  "what" and "why"  proposa ls  in an 
a t t e m p t  to i s o la te  d i s c r e p a n c i e s  b e tw e e n  va lues ,  goals  and 
n o rm a t iv e  s tandards .  The w h a t  represen ted  the goals  of  the 
organizat ion;  the w h y  its values. Responses to w h y  ques t ions  are 
usually  m o re  r evea l ing  of  a responden t ' s  personal  va lues  than
responses  to w h a t  quest ions (Goll,  1990).
T h e  f ina l  i n s t r u m e n t  ( A p p e n d i x  II) c o n s i s t e d  o f  six 
ques t ions  each contain ing  two parts, the first of  which focused on 
the "what ,"  and cou ld  be answered  in a pos i t ive,  negat ive or
neutral  manner .  The  second part  of  each quest ion at tempted to
identify the feel ings of  the respondent  as much or  more  than the 
o rgan iza t ion ,  and typ ical ly  star ted with the word "why."  The  
responses  were  open-ended and,  thus, subject  to interpretat ion.
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A discussion of  each question follows:
Ques tion one.
a) How did you feel about  the union election?
b) Why?
This question was asked to get an indication of  whether or 
no t  the em p loyee  favored  union in te rven tion  or  if they were  
sat isf ied with the status quo.  It was anticipated that  this quest ion 
w ou ld  p rov ide  ins ight  into w hether  or  not the responden t  was 
e xper ienc ing  cogni t ive  d issonance  over  the a forem ent ioned  union 
elect ion as well as his relat ionship with management.
Quest ion two.
a) W h a t  do  you th ink o f  the F ood  and B e v e ra g e  
m anagem ent  here at the Santa Fe?
b) Why?
This  quest ion was asked in order to more directly assess the 
r e s p o n d e n t ' s  o p i n i o n s  a b o u t  m a n a g e m e n t  in the  s e l e c t e d  
d e p a r t m e n t  in o rder  to d e t e rm in e  w h e th e r  or  not they  had 
pos i t ive or  negat ive feel ings or perceptions.
Quest ion  three.
a) W hat do you think of the rules and regulat ions you have 
to abide by?
b) Why?
This was a key question posed in order to gain some insight 
into the re s p o n d en t ’s perception of  the norms of  the organizat ion  
in which  they work.  This  quest ion closely related to H erzb e rg ’s 
e a r l i e r  f ind ing  tha t  an o rg a n iz a t i o n ’s adm in is t ra t ive  p rocedures  
w ere  a source  of  d is sa t i sfac t ion .  It also related to B a r n a r d ’s
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a cc ep tan c e  theory  o f  au thor i ty  in which  w orkers  will fo l low 
m a n a g e m e n t ’s d i rec t ive s  when  such d i rec t ive s  m ake  sense  to 
them. It was  felt that  this ques t ion would then provide insight  
into whether or not em ployees  felt the rules and regulat ions were 
a source of  dissatisfact ion and if  the employees  perceive them to 
make  sense.
The  norms of  an organ izat ion  can take two forms,  formal 
and informal.  Formal norms include the rules and regulat ions of 
an organization.  These norms are intended to enhance  and protect
the  va lues  o f  an o rg an iz a t io n  (Goll ,  1990).  As p rev io u s ly
discussed ,  a possible source of cogni t ive d issonance  may be the 
d issat is fact ion created by the perception that the norms are not 
suppor t ive  o f  the va lues  and goals;  a perce ived  inconsi s tency  
producing  role ambigui ty .  Thus,  this quest ion also at tempted to 
de te rm in e  the m a n n e r  in which  an o rgan iza t ion  enhances  and 
protects  values as perceived by the employees.  In this regard, the 
issues posed in quest ions one and two could be considered to be
symptomatic o f  the issue in ques t ion  three.
Quest ion four.
a) How do you fee! about your job?
b) Why?
This quest ion was posed to get a more comprehensive view 
o f  the employee 's  perception  of  the organ izat ional  envi ronment.  
Consis tent  with the l i terature review, it may be postulated that a 
nega t ive  o rgan iza t iona l  e n v i ro n m e n t  is one w hich  has grea te r  
potential  for  cognit ive dissonance.
Quest ion five.
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h) H ow  do you feel  iibout co m in g  to work comptiretl to
l e a v i n g ?
b) Why?
This  ques t ion  was a sked  as a fo l low -up  to the four th 
ques t ion in order to de termine  whether  or not respondents  had a 
pos i t ive  or  negat ive  fee l ing  about  the ir  jobs .  Aga in ,  it was 
in ten d ed  to p rov ide  fu r th e r  ins igh t  into the q u a l i ty  o f  the
o rgan iz a t iona l  env i ronm en t .
Question six.
a) Is management respons ive to your  needs?
b ) W h y ?
This  q u e s t i o n  was  a sked  to e l ic i t  a d i r ec t  r e sp o n se  
c o n c e r n i n g  the r e s p o n d e n t ' s  p e r c e p t io n  of  h o w  r e s p o n s iv e  
management  is to the needs of  their employees.  These responses 
w ere  cons ide red  to p rov ide  the means  to e labora te  upon the 
responses  to the ten factors  instrument  which would  then al low
for greater insight  into not only em ployee  perceptions but  a basis 
for  cognit ive dissonance as well.
Step two. Sample selection process.
The  r e s p o n d en ts  of  the ten fac to r  survey  p rov ided  the 
sam ple  for  the fo l low-up in terv iew.  This  in formation  was then 
used to elaborate upon the ten factors instrument.  The  interviews 
were randomly  conducted  based on availabili ty and coopera t ion.
Step three. The administrat ion process.
The interviews were conducted  during day and swing shifts 
on April 2 and April 7, 1994 and were personally administe red  to 
the employees  while on break in the employee cafeteria .
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D uring  admin is tr a t ion ,  the "what" ques t ions  were  recorded  
on a scale consis t ing  o f  what  were interpreted as being negative,  
neu t ra l  and pos i t ive  r e sponses .  The  "why" q u e s t i o n s  were  
recorded on paper  as responses were given. As no tape recording 
dev ice was used,  every at tempt was made to record the responses 
verbat im ,  though,  when not possible,  key words were  noted and 
in some cases,  veri f icat ion  was reques ted  to ensure the accuracy 
of  the response.
Step four. Analyzing the data.
For  ease o f  in te rpre ta t ion  of  the f indings,  each in te rview 
question was assigned a code as shown in Figure 3-3. These codes 
were  then used in displaying the summary of  results in Figure 3- 
4.
D ue  to the  u n a n t i c ip a t e d  s en s i t iv e  n a tu re  o f  va r ious  
r e s p o n s e s ,  the in te rv iew  d a ta  were in te rp re te d  and tabu la ted  
accord ing  to negative,  pos i t ive and neutral responses .  This data 
w as  then used  to m e a s u re  in c o n s i s t en c ie s  and the level  of  
m an ag em e n t  r e spons iveness  to em ployee  needs.
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Figure 3-3: Interview quest ions  and codes
COX 1
1
QUESTION
A 1
i
1
How did you feci about the union election? 
W hy?
B 1
1
1
1
What do you think of the Food and Beverage 
management here at the Santa Fe?
Why?
C 1
1
1
1
What do you think about the rules and 
regulations you have to abide by? 
Why?
D 1
1
1
How do you feel about your job? 
Why?
E 1
1
1
1
How do you feel about coming to work compared 
to leaving?
Why?
F 1
1
1
Is management responsive to your needs? 
Why?
Figure 3-4: Em ployee interview responses
CODE 1
1
NEGATIVE NEUTRAL POSITIVE 
1 1
A
1
1
1
1 I 
1 1 
{ 1
B
1
1
1
I  1 
1 1 
1 1
C
1
1
1
1 1 
1 1 
1 1
D
1
1
1
1 1
1 1 
1 1
E
1
1
\
1 1 
1 1 
1 1
F
1
1
1 1 
1 1
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CROSS TABULATION
Once  both the ten factors  results  and the in terv iew data 
w ere  t a b u la te d ,  an a t tem pt  was  made at a c ross  tabula t ion
between the two sets of  data. The purpose of  corss tabulat ion is 
to s tudy  r e la t ionsh ip s  am ong  var iab les  (M cD an ie l  and Gates ,  
1991).  T h e  fo l lowing three steps d iscuss  the process  of  this
part icular  cross reference and the reasons for doing so.
Step one: Codes used.
The  f irs t  s tep was to devise  a code  for  the ten factors
in s trument for  ease of  future interpretation.  Figure 3-5 displays 
the codes used.
Figure  3-5: Instrument factors and codes
OCDE 1 FACTOR 
1
AA
1
1 Tactful discipline 
1
BB 1 Sympathetic help with personal problems 
1
CC 1 Job security
I
DD 1 Personal loyalty to employees 
1
EE 1 Full appreciation for work done 
1
FF 1 Good working conditions 
1
GG 1 Promotion and growth within the organization 
1
HH 1 Good wages 
1
11 1 Interesting work 
1
JJ
1
1 A feeling of being in on things 
1
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Step two; Displaying ten factors results.
This step consisted of  a tabulat ion o f  all individual employee 
responses  to each of  the ten factors in the ten factors  instrument.  
This  intended to provide be a potential  comparison device  to the 
fol low-up interview quest ions in order to get a bet ter  feel for  the 
p r e s e n c e  cogn i t ive  d i s so n an ce ,  the founda t ion  of  w h ich  was 
d iscussed  in Chapter  11. These  responses  were  d isp layed  on a 
f igure resembl ing Figure 3-6.
Figure  3-6: Employee  10 factors  instrument results
RESPONDENT CODE
AA BB œ  DD EE FF GG HH I I JJ
1
2
3
4
5
6
7
8
9
10 
11 
12 
13
65
Those  respondents who par t icipated in both the ten factors 
in s t ru m e n t  and the fo l low -up  in te rv iew  w ere  d e n o te d  by an 
asterisk (*).
Step three: Displaying interview results.
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T h e  r e s p o n d e n t s  w h o  p a r t i c i p a t e d  in the  f o l l o w - u p  
interviews as well as the ten factors  survey,  as denoted in Figure 
3-6 by an as teri sk  (*) , were  then d isp layed  along with  the ir  
ind iv idual  in terv iew results .  Due to the unant ic ipa ted  sensi t ive 
na tu re  of  var ious  re sponses ,  no verba t im  answ ers  have  been 
p ro v id e d  in the f ind ings  d iscuss ion ,  ins tead ,  r e sponses  were 
in t e rp re te d  and t a bu la te d  a c c o rd in g  to n e g a t iv e  neu t ra l  and 
posit ive results.  Negative  responses  are displayed  as a minus sign 
(-), neut ral  responses  were denoted  by a zero (0), and posi t ive 
responses  were shown as a plus sign (+). Codes from Figure 3-3 
were  used for ease of  interpretat ion.
Figure  3-7: Individual  employee  interview responses
RESPONDENT OXE
A B C D
1 *  
2 *  
3*  
4*  
5*  
6 *  
1 *  
8 *  
9*  
1 0 *  
11 *  
1 2 *  
13*
27'
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These  responses  were thought  to faci l itate a cross reference  
to the ten factors  ins trument result ing in grea ter  insight  into the 
phenom enon  o f  cogni t ive  dissonance.
B ased  on the da ta  from the in s t rum en t ,  the in te rv iew  
processes  and the cross tabulat ion,  the organizat ional  env i ronm ent  
o f  this  p a r t i cu la r  d e p a r tm e n t  was then q u a l i t a t ive ly  eva lua te d  
us ing  the M anagem en t  by Values  (MBV) model .  An assessmen t 
w as  m a d e  as to  w h e th e r  this  e n v i ro n m e n t  w as  p o s i t i v e  or 
n e g a t iv e  based  on the  d e t e r m in e d  e x i s t e n c e  or  a b s e n c e  o f  
cogni t ive  d is sonance ,  result ing  from the re la t ionship  of  norms to 
values and goals.
SUMMARY
This chapter  consisted of  discussions of  qua li ta t ive research 
and the in te rview process  as well as a detai led descr ip t ion  the 
survey  adm in is te red .  The me thod  of  cross tabu la t ion  used to 
com pare  these  two sets  of da ta  was also d iscussed .  T h e  da ta  
ob ta ined  through these processes  were considered appropr ia te  for  
the applicat ion of  the MBV model  in evaluating the organizat ional  
en v i ro n m e n t  of  the se lec ted  depar tm en t .  T hese  p rocesses  are 
cons idered to have  provided the necessary data for addressing the 
object ives of  this study.  The  analysis based on informat ion from 
the ten factors  ins t rum ent ,  in terviews and cross tabu la t ion  may 
be found in the fo l lowing chapter .
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CHAPTER IV 
ANALYSIS OF DATA
T he  research  f indings presen ted in this chapter  inc lude  the 
result s  o f  a ten factors  survey assessing what  workers  wan t  from 
their  work com pared  to management ' s  perception o f  those  wants.  
T he  results o f  the fol low-up interviews are also discussed  in some 
detail.  The f indings of  a cross tabulation between these two sets 
o f  data were also presented in this chapter .
INSTRUMENT RESULTS
In a s s e s s i n g  the  n e e d s  o f  e m p l o y e e s  c o m p a r e d  to 
m anagem en t ' s  perception of  these needs, responses  were obta ined 
from 77 of  the 300 Food and Beverage employees  of  the Santa Fe 
Hotel  and Cas ino  (total 1,000 em ployees  hote l /casino-wide) .  Of 
these  77,  69 w ere  l ine -em p loyees ,  and 12 were  m a n a g e m e n t  
r e s p o n s e s .
A sl ight  m od i f ica t ion  to the adm in is t ra t ion  p rocess  was 
found to be necessary .  The  survey was  in tended  to be self- 
e x p l a n a to r y ,  h o w e v e r ,  a f te r  ad m in i s t r a t io n  of  the f i r s t  four  
ins truments  it was found that verbal clari f icat ion was needed as 
these four ins truments  were discarded  due to misinterpretat ion of  
the ins truct ions.  The  remain ing  inst ruments were  administe red
7 7
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with addit ional  verbal  clarif icat ion;  no "leading" was provided by 
the ad m in i s t r a to r  du r ing  the process .  All r e sp o n d en ts  were 
assured  of anonym ity  and confidential i ty.
Figure 4-1 disp lays  the ranking o f  the ten factors  by the 
employees .  It may be seen that the line em ployees  ranked "good 
wages" first; "job security" second and "good working condit ions" 
third in order of  importance.  "Tactful discipl ine" was ranked the 
least important  of  the ten factors to the employees.
FIGURE 4-1: Ranking of  factors by Employees
FACTORS
EMPLOYEE
SUM 
OF RANKS
MEAN
RANK R
Good Wages 103 1.584 1
Job security 129 1.984 2
Good working conditions 229 3.523 3
Promotion and growth within 
the organization
283 4.353 4
Interesting work 296 4 J 5 3 5
Full appreciation of work done 403 6.200 6
Personal loyally to employees 467 7.184 7
Feeling of being in on things 525 8.076 8
Sympathetic help with personal 
prob lem s
545 8A84 9
Tactful discipline 589 9.061 |i
n=65
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As the sum of ranks and mean rank show, there is little 
dif fe ren tia t ion  between the i tems "promotion  and growth within 
the o rg an iz a t io n "  and " in te res t ing  work"  w hich  were  ranked  
fourth and fifth respectively.  There  is also little dif ferentiat ion 
between "a feel ing of  being in on things" and "sympathetic  help 
w i th  p e r s o n a l  p r o b le m s "  w h ic h  r a n k e d  e i g h th  and n in th  
respect ively .  L ikewise,  "good wages"  and "job security,"  though 
d is s imi la r  enough  to rank "good wages" firs t and "job security" 
second,  were ra ther  similar.
F igure  4-2  d i sp la ys  the r ank ing  o f  the ten factors  as 
superv isors  ranked  them.
FIGURE 4-2: Ranking of  factors by supervisors
FACTORS
SUPERVISOR
SUM 
OF RANKS
MEAN
RANK RANKING
Good Wages 16 U333 1
Job security 28 2A33 2
Promotion and growth within 
the organization
38 3.166 3
Good working conditions 50 4.166 4
Interesting work 65 5.416 5
Full appreciation of work done 71 5.916 6
Personal loyalty to employees 81 6.750 7
Feeling of being in on things 100 8 J 3 3 * 8
Sympathetic help with personal 
p rob lem s
100 8 J ^ 3 * 8
Tactful discipline 111 9.250 10
n=12 * denotes a tie
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W hen  given the same ten factors ins trum ent and asked to rank 
the i tems the way they thought em ployees  would rank them, the 
supervisors ranked "good wages" to be the employee ' s  most 
impor tant  need,  followed by "job security" in second place and 
"promotion  and growth within the organ izat ion"  ranking number  
three  in im por tance .
As can be seen by the sum o f  ranks and the mean rank,  the 
i tems "a feel ing of being in on things" and "sympathetic  help with 
personal  problems" tied for  eighth place. Supervisors felt the 
em ployees  would rank tactful discipl ine as the least important  of  
the ten factors.
Figure 4-3 displays a compar ison  be tween the employee  
ranked  factors  and those of  the supervisors.
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F IG U R E  4-3: Comparison  o f  employee  and supervisor rankings
FACTORS EMPLOYEE SUPERVISOR
RANKING RANKING
Good Wages 1 1
Job security 2 2
Good working conditions 3 4
Promotion and growth within 
the organization
4 3
Interesting work 5 5
Full appreciation of work done 6 6
Personal loyalty to employees 7 7
Feeling of being in on things 8 8
Sympathetic help with personal 
p rotilcm s
9 8
Tactful discipline 10 10
M anager  and em ployee  responses  were  cons is ten t  regarding  
the 7 variab les  "good wages,"  "job securi ty,"  "interes t ing  work," 
"full apprec iat ion of  work done," "personal loyalty to employees ,"  
"a feel ing of  being in on things," and "tactful discipline." It should 
be noted there was a tie in supervisor  responses to the variables 
"a fee l ing  o f  being  in on things" and "sympathe tic  help with 
personal  problems."  The  remain ing  variables of "promotion  and 
growth  within the company," and "good working condit ions" were 
also simi lar  but  not  identical .  The  results  indicate that  the two 
groups are consistent  in their  ranking of  the ten variables of  work.
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The  Food and B everage  em ployees  and the ir  superv isors  
both identified a need for  sat isfying the extr insic hygiene factors 
of  "good wages,"  "job security" and "good working conditions."  The 
importance of  these results is discussed in Chapter  V.
INTERVIEW RESULTS
In an at tempt to isolate the existence or absence of  cognit ive 
dissonance,  27 fol low-up interviews were conducted  in addition to 
the ten factors  ins trument.  The interviews a t tempted  to more 
fully determine  the employee 's  values as well as their perceptions 
of  bo th  the o r g a n iz a t i o n a l  e n v i ro n m e n t  and m a n a g e m e n t ' s  
re spons iveness  to needs.
F igure  4-4  d isp lays  a sum m ary  o f  resu lt s  f rom  the 27 
in terv iews using the ques t ion  codes  identif ied in F igure 3-3 on 
page  72.  T h e  num be r  of  responses  in te rpre ted  as pos i t ive ,  
neutral ,  and negative are indicated.  A representat ive sampl ing of 
each response fol lows.  It should be noted that neutral  responses 
were in terpreted  to be any responses  contain ing an e lem en t  of  
ambivalence as defined in Chapter  I. Consistent  with the review 
of the l i terature,  am biva lence  cou ld  relate di rec t ly  to cogni t ive  
dissonance.  It may be noted that 70% of all responses were ei ther  
negat ive or  neutral.
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Figure 4-4: Summary  of  employee  interview responses
83
O X E  1
1
NEGATIVE NEUTRAL POSITIVE
A 1 
1
19 1 6 2
B 1
I
14 1 
1
6 7
C 1
1
1
7 1 
1
10 10
D 1
1
2 1 
1
14 11
E 1 
1
I
4 1 14 9
1
F 1 13 1 5 9
n=27
To the first question, (code A), "What did you think of  the 
un ion  e le c t i o n ? "  and "W hy,"  m ore  than tw o - th i rd s  of  the 
respondents  replied in a negative manner. Responses  were  in the 
form of  "I wasn't  too happy with the way things turned out," and 
"it wasn' t  handled professionally." The six neutral responses were 
typif ied by the response "It didn' t matter one way or the other." 
Only  two re sponses  were  cons idered  to be pos i t ive  indica t ing  
satisfact ion with the situation.
To  the second question,  (code B), "What do you think of  the 
Food  and B eve ra ge  m an ag em e n t  here at the S an ta  Fe?" and 
"W hy?"  there  were  14 nega t ive  re sponses .  6 neut ra l  and 7 
p o s i t iv e  c o m m e n ts .  "They ' re  uno rgan ized ;  we ' re  n ev e r  told 
any th ing  in advance"  was the nature of the negat ive responses.  
"It's the same everywhere  else" was the common neutral response
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and "I 'm happy with management;  they treat me fair ly" was a 
typical  pos i t ive  response .
The  third ques t ion,  listed as code C, "What do  you think 
abou t  the ru les  and regu la t ions  you have  to ab ide  by?" and 
"Why?" had 7 negative,  10 neutral and 10 positive responses. The 
n eg a t iv e  r e s p o n d e n t s  answ ered  that the ru les  and regu la t ions  
were "unfair ,"  and "they don' t  make sense." "Everyone  has rules 
and this place is no different" exemplif ied the neutral responses,  
and the posi t ive respondents  felt  the rules and regu la t ions  were 
"fair" or "fine."
The fourth question, (code D), "How do you feel about your 
job?"  and "Why?" provided 2 negative,  14 neutral and 11 positive 
re sponses .  "I 'm not  get t ing  anywhere"  answ ered  one  negat ive 
r e s p o n d e n t  w h i le  "it ' s a job"  was a c o m m o n  neu t ra l  rep ly .  
Posi t ive responses  included "I 'm happy with my job"  and "I really 
like where I work."
The  fifth question,  listed as code E, "How do you feel about 
com ing  to work  com pared  to leaving?" and "Why?"  prompted 4 
negat ive,  14 neutral  and 9 posi t ive responses .  "I'd much rather  
leave" was ind icat ive of  the negative responses.  "I'd rather leave 
but  I don ' t  mind com ing"  typif ied the neutral  responses .  The 
posi tive responses included "1 like to see the people I work with" 
and "I like coming to work."
The  sixth quest ion,  (code F), "Is management  responsive to 
your  needs?"  and "Why?" el ici ted pr im ar i ly  nega t ive  responses .  
There  were 13 negative,  5 neutral and 9 posit ive responses.  The 
nega t ive  re sponses  inc luded "I ju s t  don ' t  even  bothe r  anym ore"
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and "in one ear  and out the other." The neutral answers indicated 
tha t  m a n a g e m e n t  is " som et im es"  re s p o n s iv e  and the pos i t ive  
respondents indicated "I had a problem and they got right on it."
CROSS TABULATION
Figure 4-5 is a listing of  each of  the 65 employees '  responses 
to each of  the ten factors of  the ten factors instrument.  It was felt 
tha t  this w ould  p rov ide  da ta  for  com par i son  to the fo l low -up  
ques t ions  to get  a bet ter  feel for  cogni t ive  d is sonance .  Those  
respondents  w ho  par t icipated in the fol low-up  in terv iews as well 
as the ten factors  instrument  were marked with an asterisk (*).
F igure 4-5: Employee  ten factors ins trument results
RESPONDENT
AA BB CC CO
OOŒ
EE FF GG HH I I JJ
1 10 5 1 7 8 4 3 2 6 9
2* 9 8 1 7 6 4 3 2 5 10
3* 10 5 1 9 8 6 3 2 4 7
4 * 9 8 2 10 6 4 3 1 5 7
5 9 10 2 7 6 3 4 1 5 8
6* 9 8 2 7 6 4 5 1 3 10
7 10 9 4 5 3 6 2 1 7 8
8 10 9 2 7 6 3 4 1 5 8
9 8 9 2 7 6 4 5 3 1 10
10 6 10 2 9 8 4 5 1 3 7
11 * 10 9 2 8 7 5 3 1 4 6
12 10 9 4 5 3 6 2 1 7 8
13* 10 9 2 7 6 3 4 1 5 8
14* 9 8 2 10 5 3 4 1 7 6
15 7 10 2 9 8 3 6 1 4 5
16 10 9 2 7 5 3 4 1 6 8
17* 9 8 1 7 6 3 5 2 4 10
18 9 10 1 7 5 3 6 2 4 8
19 10 9 2 7 6 3 4 1 5 8
20* 9 8 1 7 5 3 6 2 4 10
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Figure 4-5: Employee  ten factors instrument results (continued)
21 8 7 1 6 4 3 5 2 10 9
22* 9 8 1 10 5 3 6 2 4 7
23* 10 8 1 7 5 3 6 2 4 9
24* 8 9 1 7 5 3 6 2 4 10
25 8 10 3 4 5 8 7 1 2 6
26 10 9 2 8 7 4 6 1 3 5
27 9 8 2 10 7 3 4 1 5 6
28 10 8 2 6 7 3 8 1 4 5
29* 6 10 1 4 8 5 3 2 9 7
30 9 8 2 6 5 3 7 1 4 10
31 8 10 1 9 7 2 5 4 3 6
32 8 10 1 6 7 5 2 3 9 4
33* 9 8 4 6 7 5 2 1 3 10
34* 10 9 3 8 7 1 6 2 5 4
35* 8 10 6 7 9 1 4 3 2 5
36* 8 9 5 6 7 2 4 3 1 10
37 9 7 2 10 5 1 4 3 6 8
38 9 7 1 8 5 3 6 2 4 10
39 8 10 2 9 4 5 3 1 6 7
40 9 8 2 6 5 3 7 1 4 10
41 9 8 2 7 6 4 5 1 3 10
42 9 8 2 7 5 3 6 1 4 10
43* 9 10 2 7 5 3 6 1 4 8
44 9 8 4 6 7 1 5 2 3 10
45 10 5 1 7 8 6 3 2 4 9
46 10 9 2 8 6 4 3 1 5 7
47* 8 9 3 7 6 2 4 1 5 10
48 9 8 1 7 5 3 6 2 4 10
49 10 9 2 8 7 4 5 1 3 6
50* 10 5 1 7 8 6 3 2 4 9
51* 9 8 2 7 6 4 5 3 1 10
52* 10 9 3 8 7 2 4 1 5 6
53 8 10 2 7 6 5 3 1 4 9
54 9 8 1 7 6 4 3 2 5 10
55* 10 9 3 8 7 2 4 1 5 6
56 9 8 1 6 7 3 4 2 5 10
57 9 8 4 6 7 2 5 1 3 10
58 10 9 3 8 7 2 4 1 5 6
59* 9 7 3 8 6 2 4 1 5 10
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Figure  4-5: Employee  ten factors ins trument results (continued)
RESPONDENT
AA BB Œ DD
OOŒ
EE FF 0 0 HH 1 1 JJ
60* 9 8 1 7 10 4 3 2 5 6
61 10 5 1 7 9 4 3 2 6 8
62 10 9 2 7 6 3 4 1 5 8
63* 9 8 1 7 6 4 3 2 5 10
64* 9 8 1 6 7 3 4 2 5 10
65
n=65
10 9 4 5 3 6 2 1 7 8
F igure  4-6 is a p resen ta t ion  of  the 27 r esponden ts  who  
part icipated in the fol low-up interviews as well as the ten factors 
in s trument.  Due  to the unexpec ted  sensi t ive nature of  var ious 
responses  no verba t im  answers  were provided instead,  responses  
were in te rpre ted  and tabulated accord ing to negat ive (-), neutral 
(0), and posit ive (+) results.
It was  fel t tha t  these responses  would fac i l i tate  a cross 
reference to the ten factors instrument  and would provide greater 
insight  into the phenomenon of cognit ive dissonance.
It sh o u ld  be no ted  tha t  the ten f a c to r s  i n s t r u m e n t
rep resen ted  one set of  data and the in terv iews  rep resen ted  a
second  set. This  was de termined  by compar ing  the ten factors  
r e sponses  of  the 27 ind iv idua ls  w ho  also par t i c ipa ted  in the 
in te rv iew process .  The  responses  to the ten factors  ins trument
were compared  with the 38 other responses and were found to be 
o f  a s im i la r  nature. That  is to say, there was no d if ference
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between the ten factors  responses  by those who also part icipa ted  
in the fol low-up interview process.
F igure  4-6: Individual  em ployee  interv iew responses
RESPONDENT
A B
CODE 
C D E F
2 0 0 0
3 0 0 - + 0 -
4 - - + + 0 -
6 + 0 0 0 0 +
11 - - - 0 0 -
13 - - - + 0 0
14 - 0 0 0 0 0
17 - - 0 0 0 -
20 - - - 0 - -
22 0 - - 0 0 -
23 - + + + + +
24 - - 0 - + -
29 + 0 + 0 + +
33 0 + + + + +
34 - - - + + -
35 - - - 0 0 -
36 - 0 0 0 0 +
43 - + + + + +
47 - + + + + +
50 - + + + 0 +
51 - - 0 0 - -
52 0 + + + + 4-
55 0 0 0 0 - 0
59 - - 0 - 0 0
60 - - + 0 + -
64 0 - 0 0 - -
65 - + + + 0 0
n=27
As can be seen from Figure 4 -5 of the 27 re sponden t
part icipa t ing in both the ten 1factors instrument and the follow-u
in terv iews,  12 ranked "job security" first, while 11 ranked "goo
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wages" first. O f  the same 27 respondents,  13 ranked "good wages" 
second and seven  ranked  "job securi ty"  second.  Nine of these 
respondents  ranked  "good working  condit ions" third and 8 ranked 
"promotion  and growth  with in  the com pany"  third. Four teen  of 
the r e s p o n d e n t s  ranked  "tactful  d isc ip l ine"  ninth and 8 ranked  
"sym pa the t ic  he lp  with  personal  p rob lem s"  ninth.  O f  the 27 
responden ts ,  12 ranked  "a feel ing o f  being in on things" to be 
tenth in im por tance  whi le  8 often ranked  "tactful d isc ip l ine"  last 
in im por tance  to them.
F ig u re  4-6 ,  s h o w in g  in d iv id u a l  r e s p o n s e s  to in d iv id u a l  
in te rv iew  ques t ions ,  reveals  that o f  the 27 responden ts ,  14 felt 
n e g a t iv e  ab o u t  Food and B e v e ra g e  m a n a g e m e n t  and 13 felt  
negat ive about  management 's  responsiveness  to needs while 5 felt 
neutral  and 9 were positive.  An equal amount (10) felt neutral or 
pos i t ive  about  the rules and regu la t ions  of  the organ izat ion .  A 
majori ty  (14) o f  the responden ts  felt neutral about their jobs  and 
about  coming to work as opposed to leaving.
SUMMARY
This  ch a p te r  has p resen ted  the f ind ings  o f  the research  
c o n d u c te d  for  the cu r ren t  s tudy .  The  in te rv iew  resu lt s  and 
in s trument data were both presented along with a cross reference 
of  the two sets of  data.  A presenta t ion of  the survey  f indings 
revea led  that  m a n a g e m e n t  was  very  accurate in p e rce iv ing  the 
needs  o f  the workers .  T h e  in te rv iew  f indings  revea led  that 
e m p lo y e e s  w ere  unhappy  a bou t  the union e lec t ion ,  genera l ly  
n e g a t iv e  a bou t  Food and  B e v e ra g e  m a n a g e m e n t  and e qua l ly
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neutral  or  pos i t ive  about  the rules and regula t ions  they have to 
abide by. Em ployees  were  general ly neutral about  their  jobs  and 
about  com ing  to work  as opposed to leaving.  Overal l  responses 
were nega tive about  m anagement ' s  respons iveness  to needs.
The  fo l low ing  ch ap te r  will  p rov ide  fu r ther  d is cuss ion  of 
th e se  f in d in g s .  C o n c l u s i o n s  d r a w n  f rom  the  f in d in g s  in
conjunc tion with the informat ion provided in the l i terature rev iew 
found in Chapte r  II will also be provided.  Recom menda t ions  for 
fur ther  research into the topic of cognit ive dissonance  will also be 
p r e s e n t e d .
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CHAPTER V 
ANALYSIS OF FINDINGS, CONCLUSIONS 
AND RECOMMENDATIONS
INTRODUCTION
The purpose of  this exploratory study was to invest igate the 
working envi ronment of  a part icular  Food and Beverage operat ion 
and assess the presence  or absence  of  cognit ive dissonance.  The 
ten f a c to r s  i n s t r u m e n t ,  p r e v io u s l y  d i s c u s s e d ,  was  used  to 
inves t iga te  the p h en o m en o n .  This  chap te r  has ad d res sed  the 
f indings of  Chapter  IV in greater  depth.  The hypothesis  and sub­
hypotheses  of  the study  are addressed  and r ecom m enda t ions  for 
future research are suggested.  Managem ent By Values (MBV) was 
used as a means  of  local izing and analyzing cognit ive  d issonance 
with in  the o rgan iza t iona l  env i ronm en t  of  the selec ted property ,  
and was discussed in some detail.
TEN FACTORS SURVEY
Com par ing  the results  of  the ten factors survey from the 
curren t  s tudy  to the results  from previous studies,  one can see 
tha t  superv iso rs ,  with the excep t ion  o f  Russel l 's  1994 study,  
selected hygiene needs as most important . Employees in the
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Kovach  and Goll s tudies indica ted mot iva t iona l  needs  as being 
p r im a ry ,  w h e re a s  the  r e c e n t - m o s t  s tu d ie s  i n d i c a t e d  hyg iene  
needs  as uppermost  in impor tance .  Does  this indica te  tha t  the 
needs of  employees are evolving over the years? Or, perhaps is it 
that  in the f irst  three studies, employees '  lower-level  needs were 
being met which  then changed  the focus  to upper - leve l  needs. 
R a th e r  than conce rn ing  them se lves  with  the phys io log ica l  and 
s a f e t y /  s e c u r i t y  n e e d s  th a t  p r o v id e  d i s s a t i s f a c t i o n  or  no 
dissat i sfact ion ,  employees  cou ld  strive for  the upper- level  social,  
s e l f - e s t e e m  and s e l f - a c tu a l i z a t i o n  n e e d s  w h ich  p ro v id e  j o b  
satisfaction or no job satisfaction.
The results of the current  instrument,  which were presented 
on page  81, showed  that superv isors  accu ra te ly  p redic ted  the 
needs of  their employees.  Does this indica te tha t  management in 
this part icula r  organiza t ion is bet ter  because  they have  correct ly 
identif ied the needs of  their employees? It could be said that due 
to the em p loyee  mot iva ted  m ove  for union  represen ta t ion ,  the 
em ployees  would have had to "lay their  cards on the table" in 
terms of  desired factors of  work. If this were the case,  it would 
be clear  to management what  was impor tan t  to the employees  as 
it would have been fully spelled out. Being that the NLRB election 
was held less than eight months  prior  to the survey  process,  it 
seems likely that these issues are fo remost  in the minds of  all 
employees  of  the selected property; line and management .  If this 
is the case, the issue becomes one of  responding to needs. It's one 
thing to know what someone  wants and another to provide it.
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Looking  at the si tuat ion from another  perspec t ive one notes 
that  M ayo ' s  p io n e e r in g  w ork  d i scove re d  tha t  the r e la t ionsh ips  
be tween workers  and supervisors lead to a more  potent  inf luence 
on ou tp u t  than any m an ipu la t ion  o f  e n v i ro n m en ta l  cond i t ions .
One d i f f icu lty  with  M ay o  and o ther  hum a n  re la t ions  theorists ,  
how eve r ,  is tha t  they  obse rved  e m p lo y ee ' s  nega t ive  behav iors ,  
l ike go ldbr ick ing  for  example ,  and conc luded ,  l ike m anagem ent ,  
tha t  the se  b e h a v io r s  were  "bad."  T h e y  may be bad  f rom 
m anagem en t ' s  po in t  of  view but they may ac tual ly  be adapt ive.
Like Alder fer 's  f rus t ra t ion-regress ion  hypothesi s ,  when  a person's  
higher-level  needs become stif led,  he more  intensely  str ives for 
sat isfact ion of  lower-level  needs.  A person will s tr ive harder for 
mate r ia l  needs  such as good  wages  and j o b  secur i ty  when his
needs  for  in te rpe rsona l  re la t ions  are no t  met ;  in e s sence ,  he 
"adap ts"  to the si tua t ion.  If needs  aren ' t  sa t i sf ied  em p loyees  
becom e f rus t ra ted  and productiv i ty  is decreased .  T h e  negat ive  
act ivi t ies ,  like goldbricking,  aren' t  due  to laziness on the part  of 
the  w o rk e r  but  are adap t ive  and are s y m p to m s  o f  a la rger  
p r o b l e m - -  tha t  be ing  f ru s t r a t io n  and m a n a g e m e n t ' s  lack  of  
respons iveness  to the correct  needs.
Perhaps this isn' t it at all, but  due to the overal l  societal
focus on money,  employees are indicat ing a desire for more  of  it.
INTERVIEW RESULTS
A c h i - s q u a re  (X%) test was used to fur ther  ana lyze  the 
r e s p o n s e s  of  the in te rv iew s  in an a t t e m p t  to p ro v id e  added
ins igh t  into the result s .  The ch i -squa re  test  can be used to
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d e t e r m i n e  w h e t h e r  an o b s e r v e d  p a t t e r n  o f  f r e q u e n c i e s  
corresponds to an "expected" pattern.  It tests the "goodness of  fit" 
o f  the d i s t r i b u t io n  in r e la t io n  to an e x p e c t e d  d i s t r i b u t io n  
(McDanie l  and Gates,  1991).
C ons ider ing  that there were 27 respondents ,  nine responses  
w ou ld  be expec ted  in each  of  the three ca tegor ie s ,  pos i t ive,  
neutral and negative.  At a .05 level of  s ignificance with I degree 
o f  f reedom ,  the ch i -square  d is tr ibution  table revea ls  a value  of  
3.84.  This  va lue  will ind ica te  i f  a varia t ion is s ignif icant ,  or 
insignif icant .  The fol lowing discussion was based on the results of 
the chi -square test using the in formation presented  in Figure 4-4 
on page 83.
The  f irs t  ques t ion ,  "How did you feel abou t  the union 
e l e c t i o n ? "  and  " W h y ?"  p ro v id e d  u n e x p e c t e d  r e s u l t s  w h ich  
indicated a high level of  cognit ive dissonance  on this issue.  There 
were 19 negative,  6 neutral  and 2 posi tive responses.  Using the 
ch i-square test, the calculated value is shown to be 17.55. This is 
h igher  than the table value of 3.84,  therefore,  we can conc lude  
w i th  95%  c o n f id e n c e  tha t  the r e s p o n s e s  w ere  s ig n i f i c a n t ly  
d i f fe re n t  than w hat  would be expec ted .  This  means  that  the 
overal l var iat ion is greater than would be expected by change and 
the responses  are negative.  As Argyris  stated,  any situat ion that 
s t im ula tes  an an tagonis t i c  r e sponse  cou ld  s t im ula te  a s tate of  
conflict  for  the individual. This  was found to be the case.
The  second quest ion,  "What do you think of  the Food and 
Beverage  management  here at the Santa Fe?" and "Why?" resulted 
in 14 negative,  6 neutral and 7 posit ive responses.  The  calculated
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var ia t ion  is 4.21 which,  when  com pared  to the table value,  is 
s ignif icant .  Again,  the responses are negative.
T he  third quest ion,  "W hat  do you  th ink of  the rules  and 
r egu la t ions  you have  to ab ide  by here at the Santa Fe?" and 
"Why?"  was fel t to be a key ques t ion .  As Herzberg  ear l ie r  
p roposed ,  the perce ived  lack o f  r e la t ionsh ip  be tween c om pany  
policy and adminis tra t ion  may be seen as s ti fl ing the source of 
sat is fac t ion with in  an organiza t ion.  Barnard ' s  accep tance  theory  
o f  authori ty also addressed this issue by stat ing that an employee 
will fol low a directive only when it makes  sense to him; when he 
b e l i e v e s  tha t  it is not  i n c o n s i s t e n t  with the p u rp o s e  the 
organization exists.  In the MBV model this thought takes the form 
of  values and goals support ing normat ive standards.  When these 
three are in an inconsis tent  rela t ionship  it leads to ambiva le nce  
which  re su l t s  in role am bigu i ty  w h ich  is th o u g h t  to be one 
manifes tat ion  of  cogni t ive d issonance.  Responses to this quest ion 
inc luded  7 negative,  10 neutral,  and 10 posi tive comments .  The 
ca lcu la ted  varia t ion is .66, which is ins igni f icant  at this level,  
meaning that this is what  one would expect  the results to be. This 
is not  to say the at t i tudes  are neut ra l ,  but  they are what 's  
expec ted .  This  is an ind ica t ion  tha t  em p lo y e e s  p e rce ive  an 
inconsi s tency  between the rules and regula t ions  (norms) and the 
reason the organizat ion exists (values) .
The  fourth question, "How do you feel about  your job?" and 
"Why?" evoked  2 negative,  14 neutral , and 11 posit ive responses.
T he  f if th ques t ion ,  "How do you feel  abou t  com ing  to work 
c om pared  to leaving?" and "Why?" resu lt ed  in 4 negat ive ,  14
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neutra l ,  and 9 pos i t ive  com m en ts .  The  ca lcu la ted  va lue  o f  
question four was 8.65 and question five was 5.55 both indicat ing 
s ign i f icance  at the 95% conf idence  level.  Thus ,  r e sponses  to 
q u e s t i o n s  f o u r  and  f ive  w e re  neu t ra l  w h ich  in d i c a t e d  no  
sat isfact ion but no dissat isfact ion.  It also indicated an ambiguous  
perception  by the em ployees  toward  the ir  jobs  which  sugges ted  
role ambiguity and cognit ive  dissonance.
The  f inal  ques t ion ,  "Is m a n ag em e n t  r e spons ive  to y ou r  
needs?" and "Why?"  resulted in 13 negative,  5 neutral  and 9 
posi t ive responses .  The  calcu lated  value is 3.55 which is be low 
the level of  s igni f icance  which means responses are what  was to 
be expected.  Using the results of  this question in conjunction with 
the ten factors result  it could be said that though the supervisors 
very  accura te ly  predic ted  the employees '  needs,  the e m p loyees  
have no posit ive or  negative perception of their responsiveness  to 
those  needs.
MANAGEMENT BY VALUES
The M anagem en t  by Values  (M BV) cons truct  was used to 
eva lua te  the o rganiza t ional  envi ronment.
The M BV Model
Using MBV as the analytical tool it was designed to be, the 
organizat ional  env i ronm ent of  the selected property was analyzed.
T h e  c o m p o n e n t s  o f  the mode l  inc luded ;  u n d e r s t a n d in g  the 
si tuation,  a system mental i ty and balanced management.  Within  
these components  lie the act ion triad, the roles of  the individuals
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with in  the organ iz a t ion  and the organiza t ional  env i ronm en t  (OE) 
which can be ei ther  posi t ive (+) or negative (-) in the traditional 
sense  o f  the w ords .  The  O E of  the s e lec ted  p roper ty  was 
ev a lu a te d  in r e la t ion  to these  c o m p o n e n t s .  As re s p o n s es  to 
ques t ions  one and two were negative,  four and f ive neutral ,  and 
three and six what  was to be expected,  it is felt  that the OE of this 
p a r t i c u la r  o rg an iz a t io n  is ne i the r  pos i t ive  nor  nega t ive ;  it is 
n e u t r a l .
Action  Triad
T he  ac t ion  tr iad rep resen ts  the r e l a t io n s h ip  be tw een  the 
va lues ,  goals  and  norms  of  the o rgan iza t ion .  The  degree  of  
co n s i s t e n c y  a m o n g  these  e lem en ts ,  as well  as the  deg ree  of 
c o n s i s t e n c y  b e tw e e n  the o rg a n iz a t io n ' s  ac t ion  t r i ad  and  the 
ind iv idua l 's  act ion  triad within that o rgan iza t ion ,  in f luences  the 
other components  of  the model.  Through the results  o f  the fol low- 
up in te rv iew s  it is fel t that the norms are not  upho ld ing  the 
values and goals of  this particular organization.  Formal norms,  the 
rules and regula t ions  of  an organizat ion,  are the means  by which 
goals and values are upheld.  To the question "What do  you think 
o f  the rules and regula t ions  you have to ab ide by here at the 
S an ta  Fe'?" T he  r e sponden ts  rep li ed  in a m a n n e r  tha t  was 
expec ted .  This  ind ica tes  a lack of  e i ther  pos i t ive  or  negat ive  
perceptions  of  the normat ive  standards o f  the selec ted property.
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Roles
Roles are the expec ted  behaviors  of  the indiv idual 's  in an 
o rg an iz a t io n .  The  pe rce ived  co n s i s t e n c y  o f  an o rgan iza t ion 's  
act ion triad as well as the perceived cons istency o f  an individual 's  
act ion triad with the act ion triad of  the organizat ion will influence 
the clar i ty  or  am b igu i ty  of  one 's  ro le s  with in  the organizat ion.
F rom  the in terv iew quest ion "How do  you feel about  your  job?" 
and the ques t ion  "How do you feel about  c o m in g  to work as 
o p p o s ed  to le av ing?"  it was found  that the r e s p o n d e n t s  fel t 
neutral  about  these issues.  This  is an indica tor  that respondents  
feel  not only am biguous  about  their  jobs  but a bou t  their  roles 
within the organizat ion.  This  role ambigui ty  is a characterist ic of 
cogn i t ive  d issonance .
O rg an iza t io n a l  E nv i ronm en t
M a n a g e m e n t  crea tes  the qua li ty  of  the env i ronm ent ;  good,  
bad,  or indi fferent  (Goll,  1992). The  quality of  the Organizational  
E n v i r o n m e n t  (OE) ,  can be pos i t ive  or  n e g a t iv e  (+/- )  and is 
de termined  by the degree of  consis tency  within the act ion triad of 
the  o rg a n iz a t io n  and the co n s i s t e n c y  be tw een  an ind iv idua l 's  
ac t ion triad with the organ izat ions act ion tr iad and is inf luenced 
by m anagem en t ' s  respons iveness  to needs.
F rom  the ques t ions  "W hat  do you think o f  the Food and 
B e v e r a g e  m a n a g e m e n t ? "  and "Is m a n a g e m e n t  r e s p o n s i v e  to 
n eeds?"  it was  found  that r e s p o n d e n t s  were  e i th e r  d isp le ased  
(ques t ion  two) ,  or  neutral  (ques t ion  six)  in the ir  perceptions .  
P e rhaps  this conf irm s  the notion that,  even though management
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was quite  accurate in predict ing the needs of the em ployees ,  the 
e m p lo y e e s  are less than sa t i s f ied .  This  d i s s a t i s f a c t io n  is 
i n c o n s i s t e n t  with  the k n o w le d g e  tha t  they c o n t in u e  to be 
e m p lo y e d  at the p ro p e r ty .  This  in c o n s i s t e n t  s i tua t ion  has 
produced  dis sonance and in an at tempt to reduce  the d issonance ,  
the employees  went to the culinary union for  relief.
DISCUSSION OF THE HYPOTHESES
T here  was one hypothes i s  and two sub-hypotheses  in the 
curren t  s tudy.  It was hypothesized  that cogni t ive d issonance,  as 
def ined by this research,  can be local ized and analyzed.  S u b ­
hypothesis  one stated that M anagem en t  By Values could be used 
e f fec t ive ly  to local ize and analyze  cogni t ive  d issonance .  The 
second sub-hypothes is  s tated that the ten factors  survey  was a 
f e a s ib l e  m e a n s  of  d e t e r m i n i n g  the e x i s t e n c e  o f  c o g n i t i v e  
d i s s o n a n c e .
It was thought that the second sub-hypothesis  could be used 
to suppor t  the first sub-hypothes is  which  in turn would  suppor t  
the hypothesis .  Thus ,  s tar t ing  with the second sub-hypothes is ,  
that of  the ten factors instrument,  one can say that the results are 
i n c o n c lu s iv e .  The  e f f icacy  o f  the in s t ru m en t  is no t  be ing  
quest ioned here; just  its applicat ion to the study at hand. Though 
no t  h y p o th e s i z e d ,  the  fo l l o w - u p  in t e rv ie w s  p ro v id ed  g rea te r  
in s igh t  in to  the p h e n o m e n o n  of cogn i t ive  d i s s o n a n c e  as the 
research  on quali tat ive studies had indica ted .  Admin ist ra t ion  of 
the ten fac tors  su rvey ,  though  not prov id ing  the in fo rm at ion
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hoped for, did prove to be a meaningful  entree into the interview 
p ro c e s s .
The  first sub-hypothes is  s tated that the M BV model  could 
be used effect ive ly  to localize and analyze cogni t ive dissonance.
This  was suppor ted  by the research .  It was found  tha t  the 
e m p lo y e e ' s  pe rce ived  that the no rm a t iv e  s tanda rds ,  or  ru les,  
weren ' t  enhanc ing  and pro tec t ing  the values of  the organizat ion 
which  is cons idered  to be an incons is tency ,  thus a sign o f  the 
existence  of  cognit ive dissonance.
The hypothesis  s tated that cogni t ive d issonance ,  as defined 
by this research ,  can  be local ized  and ana lyzed .  C ogn i t ive
d i s s o n a n c e  m a n i fe s t s  i t se l f  in va r ious  fo rm s  in c lu d in g  ro le  
am bigu i ty  and inconsi s tenc ie s  o f  vary ing  natures.  When those 
s i tua t ions  occur  one can de te rm ine  the ir  ex i s tence  through the 
b e h a v i o r  and  f e e l i n g s  o f  the p e r s o n  a f f e c t e d .  T h ro u g h  
ques t ioning ,  it becomes  apparent  that cognit ive d is sonance  exists 
for  that  individual .  Thus,  this hypothesis  was suppor ted ,  but it
needs  to be qu a l i t a t iv e ly  a s ses sed  as it dea l s  with  r a th e r  
unquan t i f iab le  issues.
RECOMMENDATIONS FOR 
FUTURE RESEARCH
Based on the f indings of  this study, the fo l lowing research
topics are suggested  regard ing  the study of  cogni t ive  di ssonance  
in the Food and Beverage/  Hospi tal i ty environment.
Future  studies should be broader  in scope,  address ing  the
organ iza t ion  as a whole  as opposed  to focus ing  solely  on a
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part icular  depar tmen t or function,  such as the Food  and Beverage  
d e p a r t m e n t .
It is r e c o m m e n d e d  tha t  a m eans  o f  q u a n t i f y i n g  the 
p henom enon  of  cogni t ive  d is sonance  be found.  This  s tudy has 
shown that the ten factors  ins trument was less than sufficient  in 
this respect  and it is suggested  that another method may result  in 
more  pos i t ive f indings.
It is r e c o m m e n d e d  tha t  the ten f ac to r s  in s t ru m e n t  be 
m o d i f i e d  by e l im i n a t in g  the i tems  " tac t fu l  d i s c ip l in e "  and 
"sympathetic  help with personal  problems" as they are continually 
ranked  least in impor tance to employees .  It would  be useful in 
the future  to also inc lude  dem ograph ic  in form at ion  when  using 
this  in s t rum en t .  The  f irs t  th ree  s tudie s  p re s e n te d  desc r ibed  
th e m s e lv e s  as be ing  su rv ey s  of  "genera l  in d u s t ry "  and  the 
"hospital i ty industry" which did not al low for specific  analysis  as 
no precise demographic information was offered.
It is also r ecom m ended  that a more pos i t ive Organiza t ional  
Environment would result  i f  more MBV concepts  were  applied in 
this part icula r  envi ronment.  A more consis tent  act ion tr iad and 
g r e a t e r  r e s p o n s iv e n e s s  to the needs  of  e m p lo y e e s  has  the 
potential to change the current neutral OE to an 0 E + .
F ina l ly ,  it is r e c o m m e n d e d  that the p roduc t iv i ty  o f  an 
o r g a n iz a t i o n  be s tu d ie d  to d e t e r m in e  the e f f e c t  c o g n i t i v e  
dissonance  has on it. It is felt that productivity will be negatively 
impacted  by the existence of  cognit ive dissonance.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
1 0 2
CONCLUSIONS
The use of  open-ended,  probing ques t ions has shown to be a 
useful  tool in de termin ing  the ex istence  or absence  of  cogni t ive  
dissonance.  The current  s tudy used six ques t ions in an at tempt to 
accompli sh  this.
The  f irs t  ques t ion ,  "How did you  feel  a bou t  the union 
e lect ion?"  and "Why?"  evoked  a negat ive response.  The second 
q u e s t i o n ,  "W h a t  d o  you th ink  of  the F ood  and  B e v e ra g e  
managem en t  here at the Santa Fe?" and "Why?" also resulted in a 
negat ive  response.  Quest ion three,  "What do  you think of  the 
rules and regula t ions  you have to abide by here at the San ta  Fe?" 
and "Why?"  also resulted in responses  that were to be expec ted.  
Ques t ions  four and five "How do you feel about  your  job?"  and 
"How do you feel about  coming to work  com pared  to leaving?" 
w e r e  r e l a t e d  and r e s p o n d e n t s  r e p l i e d  in a neu t ra l  f ash ion .  
F inal ly ,  ques t ion six "Is managem en t  respons ive  to your needs?" 
again produced responses  that were  expec ted.
Le win's  work with informal groups  led to the deve lopm en t  
o f  the notion of  part icipat ion,  the end result  was a focus  on the 
ind iv idua l  w orke r  as a hum an  be ing with  needs  and mot ives  
infini tely more  complex  than the econom ic  dr ives  that had been 
the sole source in the thinking of  Taylor  and those o f  his vein. 
Many  specific invest igators  proved the point  that workers  liked to 
have  a voice in the dec is ions  that af fected  them and that they 
r e s p o n d e d  with pos i t ive  em o t io n s  w hen  they were  t r ea ted  as 
ind ividua l  human beings ra ther  than as an und ifferentiated mass.  
A rgy r i s  agreed ,  as he de f ined  the ind iv idua l ' s  in teg r i ty - - -  the
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need o f  the individua l  to maintain sel f-esteem within the group 
se t t ing  o f  the w ork  place.  It seems that,  in this par t i cu la r  
e nv i ronm en t ,  the w orkers  aren ' t  being seen  as ind iv idua ls  with 
needs .  Or,  more cor rec t ly,  it would seem the workers do have
needs ,  which  were  accurately predicted by superv isors ,  but are
not  worthy of  having those needs fulfilled. In a situation such as 
this ,  th e re  is a f ru s t r a t io n - reg re s s io n  r esponse .  H igher - leve l  
needs  are going unsa t i s f ied  and the e m p loyees  have  reg ressed  
back to the lower- level  needs as indicated by the results  of  the
ten factors  survey  w here  responses  indica ted  "good wages" and 
"job security" as the highest in importance.
This  s tudy,  being exp lora to ry  in nature,  has conclus ive ly  
s h o w n  tha t  c o g n i t i v e  d i s s o n a n c e  e x i s t s  in th i s  p a r t i c u l a r
env i ronm ent as defined  by this study. It was shown that the use 
of open-ended  ques t ions  more effect ively isolated the existence  of  
cogni t ive  d is sonance  than did the ten factors  inst rument .  MBV 
was al so  shown to be an e f fec t ive  means  o f  loca l iz ing  and 
analyzing the existence of  cognit ive dissonance  within the selected 
o rg a n iz a t io n .
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APPENDIX I 
( 1 ) EMPLOYEE QUESTIONNAIRE
Please rank the fol lowing in the order of  importance to you of  
what  you want from your work. Rank the items 1 to 10 —  1 for 
the most  important ,  2 for the next important ,  continuing to 10 for 
the least important  item. Please be sure to rank all ten items.
 Tactful  discipl ine
 Sympathet ic  help with personal  problems
 Job security
 Personal loyalty to employees
 Full appreciation for work done
 Good working condit ions
 Promotion and growth within the organizat ion
 Good wages
 In terest ing  work
 A feeling of  being in on things
Length of  employment Your position
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APPENDIX I (continued)
(2) MANAGER QUESTIONNAIRE
Please rank the following in the order that you believe your 
workers would rank them. Do NOT rank the factors in the order of  
importance  to you personally; it is your perception of  what is 
important  to the workers that  is desired. Rank  the i tems 1 to 10 - 
— 1 for the most  important ,  2 for the next important ,  continuing 
to 10 for the least important  item. Please be sure to rank all ten 
i t e m s .
 Tactful  discipline
 Sympathe tic  help with personal  problems
 Job security
 Personal loyalty to employees
 Full appreciation for work done
 Good working conditions
 Promotion and growth within the organizat ion
 Good wages
Interest ing  work 
 A feeling of  being in on things
Length of  em ployment Your position
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APPENDIX II 
INTERVIEW QUESTIONS
1. How did you feel about the union election?
W h y ?
2. What do you think of the Food and Beverage management here
at the Santa Fe?
W h y ?
3. What  do you think about the rules and regulat ions you have to
ab ide by?
W h y ?
4. How do you feel about your job?
W h y ?
5. How do you feel about coming to work compared to leaving?
W h y ?
6. Is managem en t  responsive to your needs?
W h y ?
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APPENDIX III
Due to the bulk of the responses ,  individual instruments are 
not  provided ,  but  are available upon request.
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APPENDIX IV
Due to the unanticipated sensit ive nature of  various 
responses,  individual  interview results have not been inc luded in 
the study.
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TO:
FROM:
DATE:
RE:
Sasie DeKariais
Dr. William E. Schulzev Director^ Research Administration 
March 28, 1994
Status of human subject protocol entitled:
"Existance of Cognitive Dissonance in the Hospitality 
Industry"
The protocol for the project referenced above has been reviewed by 
the Office of Research Administration, and it has been determined 
that it meets the criteria for exemption from full review by the 
UNLV human subjects committee. Except for any required conditions 
or modifications noted below, this protocol is approved for a 
period of one year from the date of this notification, and work on 
the project may proceed.
Should the use of human subjects described in this protocol 
continue beyond a year from the date of this notification, it will 
be necessary to request an extension.
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